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Preface

The study of human behavior within organizational settings is referred to as organizational
behavior. It also studies the interface between human behavior and the organization. The
study of organizational behavior is broadly classified into a few categories such as micro-level,
meso-level and macro-level. The individuals in organizations fall under micro-level, the work
groups are studied under meso-level and the study of the ways in which an organization
behaves comes under macro-level. A number of methods are used for research in the field of
organizational behavior such as quantitative methods and qualitative methods. Quantitative
methods include statistical methods such as correlation, meta-analysis, multilevel modeling,
multiple regression and structural equation modeling. Some of the methods which fall under
the category of qualitative research are ethnography, case studies, historical methods and
interviews. This textbook provides comprehensive insights into the field of organizational
behavior. Some of the diverse topics covered herein address the varied branches that fall
under this category. This book will provide extensive knowledge to the readers.

To facilitate a deeper understanding of the contents of this book a short introduction of
every chapter is written below:

Chapter 1- The study within an organization which focuses on the performance of an
individual as well as groups is known as organizational behavior. This is an introductory
chapter which will introduce briefly all the significant aspects of organizational behavior
such as its characteristics, features, challenges and opprtunities.

Chapter 2- Some of the attributes of individual behavior are personality, attitude, motivation
and perception. There are different theories on personality such as type theory, trait theories
and psychoanalytic theory. This chapter has been carefully written to provide an easy
understanding of the varied attributes of individual behavior.

Chapter 3- People forms groups in order to interact and achieve particular objectives. The
different types of communication which take place within organizations and groups are
downward communication, upward communication, horizontal communication and diagonal
communication. This chapter discusses in detail these theories related to group dynamics
and team behavior.

Chapter 4- Leadership in a group involves creating a vision and then influencing, motivating
and transforming others in order to achieve that vision. Some of the different processes which
are associated with leadership are assessment of the organization or business, development
of strategy and integrated management of business performance. All these diverse principles
of leadership have been carefully analyzed in this chapter.

Chapter 5- The system which details the manner in which specific activities of an organization
are directed and divided is known as organizational structure. The process through which
the different elements of an organization are arranged into an efficient structure is known
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as departmentalization. The topics elaborated in this chapter will help in gaining a better
perspective about the different aspects of organizational structure and systems.

I would like to share the credit of this book with my editorial team who worked tirelessly
on this book. I owe the completion of this book to the never-ending support of my family,
who supported me throughout the project.

Helen Stevenson



Introduction to Organizational Behavior

The study within an organization which focuses on the performance of an individual
as well as groups is known as organizational behavior. This is an introductory chapter
which will introduce briefly all the significant aspects of organizational behavior such
as its characteristics, features, challenges and opprtunities.

Organizational behavior (OB) is the academic study of the ways people act within
groups. Its principles are applied primarily in attempts to make businesses operate
more effectively.

The study of organizational behavior includes areas of research dedicated to improving
job performance, increasing job satisfaction, promoting innovation, and encouraging
leadership. Each has its own recommended actions, such as reorganizing groups, mod-
ifying compensation structures, or changing methods of performance evaluation.

The study of organizational behavior has its roots in the late 1920s, when the Western
Electric Company launched a now-famous series of studies of the behavior of workers
at its Hawthorne Works plant in Cicero, Illinois.

Researchers there set out to determine whether workers could be made to be more
productive if their environment was upgraded with better lighting and other design im-
provements. To their surprise, the researchers found that the environment was less im-
portant than social factors. It was more important, for example, that people got along
with their co-workers and felt their bosses appreciated them.

Those initial findings inspired a series of wide-ranging studies between 1924 and 1933.
They included the effects on productivity of work breaks, isolation, and lighting, among
many other factors.

The best known of the results is called the Hawthorne Effect, which describes the way
test subjects’ behavior may change when they know they are being observed. Research-
ers are taught to consider whether and to what degree the Hawthorne Effect is skewing
their findings on human behavior.

Organizational behavior was not fully recognized by the American Psychological Asso-
ciation as a field of academic study until the 1970s. However, the Hawthorne research
is credited for validating organizational behavior as a legitimate field of study, and it’s
the foundation of the human resources profession as we now know it.



Understanding Organizational Behavior

Goals of Organizational Behavior Study

The leaders of the Hawthorne study had a couple of radical notions. They thought they
could use the techniques of scientific observation to increase an employee’s amount
and quality of work. And, they did not look at workers as interchangeable resources.
Workers, they thought, were unique in terms of their psychology and potential fit with-
in a company.

Over the following years, the concept of organizational behavior widened. Beginning
with World War II, researchers began focusing on logistics and management science.
Studies by the Carnegie School of Home Economics in the 1950s and 1960s solidified
these rationalist approaches to decision-making.

Today, those and other studies have evolved into modern theories of business structure
and decision-making.

The new frontiers of organizational behavior are the cultural components of organiza-
tions, such as how race, class, and gender roles affect group building and productivity.
These studies take into account the ways in which identity and background inform de-
cision-making.

Real World Examples of Organizational Behavior

Findings from organizational behavior research are used by executives and human re-
lations professionals to better understand a business’s culture, how that culture helps
or hinders productivity and employee retention, and how to evaluate candidates’ skills
and personality during the hiring process.

Organizational behavior theories inform real-world evaluation and management of
groups of people. There are a number of components:

« Personality plays a large role in the way a person interacts with groups and
produces work. Understanding a candidate’s personality, either through tests
or through conversation, helps determine whether they are a good fit for an
organization.

« Leadership, what it looks like and where it comes from, is a rich topic of de-
bate and study within the field of organizational behaviour. Leadership can be
broad, focused, centralized or de-centralized, decision-oriented, intrinsic in a
person’s personality, or simply a result of a position of authority.

« Power, authority, and politics all operate inter-dependently in a workplace. Un-
derstanding the appropriate ways these elements are exhibited and used, as
agreed upon by workplace rules and ethical guidelines, are key components to
running a cohesive business.

2]
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Introduction to Organizational Behavior

Characteristics and Nature of Organizational
Behavior

Characteristics of Organisational Behavior
1. Behavioural Approach to Management

Organisational behaviour is that part of whole management which represents the be-
havioural approach to management. Organisational behaviour has emerged as a dis-
tinct field of study because of the importance of human behaviour in organisations.

2. Cause and Effect Relationship

Human behaviour is generally taken in terms of cause and effect relationship and not
in philosophical terms. It helps in predicting the behaviour of individuals. It provides
generalizations that managers can use to anticipate the effect of certain activities on
human behaviour.

3. Organisational Behaviour is a Branch of Social Sciences

Organisational behaviour is heavily influenced by several other social sciences viz.
psychology, sociology and anthropology. It draws a rich array of research from these
disciplines.

4. Three Levels of Analysis

Organisational behaviour encompasses the study of three levels of analysis namely
individual behaviour, inter-individual behaviour and the behaviour of organisations
themselves. The field of organisational behaviour embraces all these levels as being
complementary to each other.

5. A Science as well as an Art

Organisational behaviour is a science as well as an art. The systematic knowledge
about human behaviour is a science and the application of behavioural knowledge
and skills is an art. Organisational behaviour is not an exact science because it can-
not exactly predict the behaviour of people in organisations. At best a manager can
generalize to a limited extent and in many cases, he has to act on the basis of partial
information.

6. A Body of Theory, Research and Application

Organisational behaviour consists of a body of theory, research and application which
helps in understanding the human behaviour in organisation. All these techniques help
the managers to solve human problems in organisations.

[ |
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Understanding Organizational Behavior

7. Beneficial to both Organisation and Individuals

Organisational behaviour creates an atmosphere whereby both organisation and indi-
viduals are benefitted by each other. A reasonable climate is created so that employees
may get much needed satisfaction and the organisation may attain its objectives.

8. Rational Thinking

Organisational behaviour provides a rational thinking about people and their be-
haviour. The major objective of organisational behaviour is to explain and predict hu-
man behaviour in organisations, so that result yielding situations can be created.

Nature of Organisational Behavior

Organisational behaviour in the study of human behaviour in the organisations. When-
ever an individual joins an organisation he brings with him unique set of personal char-
acteristics, experiences from other organisations and a personal background. At the
first stage organisational behaviour must look at the unique perspective that each indi-
vidual brings to the work setting.

The second stage of organisational behaviour is to study the dynamics of how the in-
coming individuals interact with the broader organisation. No individual can work in
isolation. He comes into contact with other individuals and the organisation in a variety
of ways. The individual who joins a new organisation has to come into contact with the
co-workers, managers, formal policies and procedures of the organisation etc.

Over the time, he is affected by his work experience and the organisation as well as his
personal experiences and maturity. On the other hand, the organisation is also affected
by the presence or absence of the individual. Thus, it is essential that OB must study the
ways in which the individuals and organisation interact with each other.

The organisational behaviour must be studied from the perspective of the organisation
itself because an organisation exists before a particular individual joins in and contin-
ues to exist after he or she has left the organisation. Thus, OB is the study of human
behaviour in the organisation, the individual-organisation interaction and the organi-
sation itself. And these factors are influenced by the external environment in which the
individuals and the organisation exist.

Thus, we can say that we cannot study individual behaviour completely without learn-
ing something about the organisation. On the other hand, we cannot study the organi-
sations without studying the behaviour of the individuals working in it. This is because
the organisation influences and is influenced by the people working in it. Moreover,
both the individuals and the organisation are influenced by the external environment.
Thus, the field of organisational behaviour is a complex field. It seeks to throw light on
the entire canvas of human factor in the organisations which will include the causes
and effects of such behaviour.

[4 ]
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Introduction to Organizational Behavior

Features of Organizational Behavior

Organizational Behavior is the study and application of knowledge about how people,
individuals, and groups act in organizations. It does this by taking a system approach.

That is, it interprets people-organization relationships in terms of the whole person,
the whole group, the whole organization, and the whole social system.

Its purpose is to build better relationships by achieving human objectives, organiza-
tional objectives, and social objectives.

Organizational Behavior:
« A Separate Field of Study and not a Discipline Only.
» An Interdisciplinary Approach.
» Applied Science.
« A Normative Science.
+ A Humanistic and Optimistic Approach.

« A Total System Approach.

Objectives of Organizational Behavior

The organizations in which people work have an effect on their thoughts, feelings, and
actions. These thoughts, feelings, and actions, in turn, affect the organization itself.

Organizational behavior studies the mechanisms governing these interactions, seek-
ing to identify and foster behaviors conducive to the survival and effectiveness of the
organization.

* Job Satisfaction.

* Finding the Right People.

* Organizational Culture.

* Leadership and Conflict Resolution.

* Understanding the Employees Better.

*  Understand how to Develop Good Leaders.
* Develop a Good Team.

* Higher Productivity.

[5 |
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Understanding Organizational Behavior

Fundamental Concepts of Organizational Behavior

Organization Behavior is based on a few fundamental concepts which revolve around
the nature of people and organizations.

+ Individual Differences.

» Perception.

« A whole Person.

» Motivated Behavior.

+ The desire for Involvement.

+ The value of the Person.

+ Human Dignity.

« Organizations are Social System.
« Mutuality of Interest.

« Holistic Concept.

Main Challenges and Opportunities of Organizational Behavior

Challenges and opportunities of organizational behavior are massive and rapidly
changing for improving productivity and meeting business goals.

* Improving Peoples’ Skills.

* Improving Quality and Productivity.

* Total Quality Management (TQM).

* Managing Workforce Diversity.

* Responding to Globalization.

* Empowering People.

* Coping with Temporariness.

* Stimulating Innovation and Change.

* Emergence of E-Organisation & E-Commerce.
* Improving Ethical Behavior.

¢ Improving Customer Service.

[6 |
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Introduction to Organizational Behavior

* Helping Employees Balance Work-Life Conflicts.

« Flattening World.

Limitations of Organizational Behavior

Recognize the limitations of organizational behavior. Organizational Behavior will not
abolish conflict and frustration; it can only reduce them. It is a way to improve, not an
absolute answer to problems.

Furthermore, it is but part of the whole cloth of an organization.

We can discuss organizational behavior as a separate subject, but to apply it, we must
tie it to the whole reality. Improved organizational behavior will not solve unemploy-
ment.

Organizational Behavior will not make up for our deficiencies, cannot substitute for
poor planning, inept organizing, or inadequate controls. It is only one of the many sys-
tems operating within a larger social system.

Major limitations of OB are
» Behavioral Bias.
+ The Law of Diminishing Returns.

« Unethical Manipulation of People.

Behavioral Bias

Behavioral Bias is a condition which is a reflection of tunnel vision, in which people
have narrow viewpoints as if they were looking through a tunnel.

They see only the tiny view at the other end of the tunnel while missing the broader
landscape.

Following the behavioral bias, people who lack system understanding may develop a
behavioral bias, which leads them to develop a narrow viewpoint that emphasizes em-
ployee satisfaction while overlooking the broader system of the organization in relation
to all its stakeholders.

It should be clear that the concern for employees can be so greatly overdone that the
original purpose of bringing people together, which is “productivity organizational out-
puts for society” could be lost.

An effective organizational behavior should help accomplish organizational purposes.
It should not replace them.

7]
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Understanding Organizational Behavior

The person who does not consider the needs of people as consumers of organizational
output while fighting for employee needs is not applying the ideas of organizational
behavior correctly.

It is a mistake to make an assumption that the objective of organizational behavior is
as simple as to create a satisfied employee-base, as that goal will not automatically turn
into new products and stellar customer service.

It is also a fact that the person who pushes production outputs without regard for em-
ployee needs is also not applying organizational behavior in the right fashion.

The most effective OB dwells, acknowledges and appreciates a social system that con-
sists of many types of human needs that are served in many ways.

Behavioral bias can be so misapplied in a way that it can be harmful to employees as
well as the organization as a whole. Some individuals, despite having good intentions,
so overwhelm others with the care that the recipients of such care become dependent
and unproductive.

They find excuses for failure rather than take responsibility for progress. They do not
possess a high degree of self-respect and self-discipline.

The Law of Diminishing Returns

Overemphasis on an organizational behavior, the practice may produce negative re-
sults, as indicated by the law of diminishing returns. It places an overemphasis on an
OB practice may produce negative results.

It is a limiting factor in organizational behavior in the same way that it is in economics.
In economics, the law of diminishing return refers to a declining amount of extra out-
puts when more of a desirable input is added to an economic situation.

After a certain point, the output from each unit of added input tends to become smaller.
The added output eventually may reach zero and even continue to decline when more
units of input are added.

The law of diminishing returns in organizational behavior works in a similar way.

According to the law of diminishing returns, at some point, increases of a desirable prac-
tice produce declining returns, finally resulting in zero returns, and then follows nega-
tive returns as more increases are added. More of a good thing is not necessarily good.

The concept means that for any situation there is an optimum level of a desirable prac-
tice, such as recognition or participation.

When that point is exceeded, there is a decline in returns realized. To put it differently,
the fact that a practice is desirable does not necessarily imply that more of the same
practice is more desirable.

[ |
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Introduction to Organizational Behavior

Unethical Manipulation of People

A significant concern about organizational behavior is that its knowledge and tech-
niques can be used to manipulate people unethically as well as to help them develop
their potential.

People who lack respect for the basic dignity of the human being could learn organiza-
tional behavior ideas and use them for selfish ends.

They could use what they know about motivation or communication in the manipula-
tion of people without regard for human welfare. People who lack ethical values could
use people in unethical ways.

Importance of Organizational Behavior

During their careers, most people have worked for a company where people didn’t get
along, where no one knew what the expectations were, or where the boss failed to pro-
mote teamwork. The company most likely lacked a strong OB model.

Organizational behavior can help employees navigate a business’s culture as well as
help managers better understand how that culture helps or hinders employee produc-
tivity and retention. OB can also help managers evaluate a potential job candidate’s
skills and personality during the hiring process, allowing human resources to find the
best fit for departments within the company. While there is never one exact way to
assess these things, OB theory offers a set of guidelines to help organizations create a
positive and vibrant internal culture.

One of the main goals of OB is to understand what motivates employees. How organi-
zations measure job satisfaction varies, but most common metrics include a fair and
equitable reward system, compelling work, enjoyable working conditions and good
supervisors. By understanding what motivates employees, managers can adjust their
policies to increase job satisfaction, thereby increasing productivity.

OB not only helps employees understand themselves better, it also offers a roadmap for
managers to improve all aspects of their organizations:

» Improve job performance.
« Increase job satisfaction.

« Promote innovation.

« Encourage leadership.

« Improve customer service.

[<]



Understanding Organizational Behavior

« Encourage ethical behavior.
« Create a positive work environment.

Depending on the challenges and desired outcomes, managers may use different tac-
tics such as reorganizing workgroups, changing performance evaluations or modifying
compensation structures. Understanding what motivates employees also plays a large
part in how managers adjust company procedures or policies.

Not only does organizational behavior provide a roadmap for human resources and
supervisors to manage more effectively, it also helps employees navigate an organiza-
tion’s culture.

When a strong model of OB is in place, employees can understand themselves better
and know how they can best flourish inside an organization. And managers are better
able to predict how employees might react under differing circumstances and adjust
accordingly.

Creating a culture where relationships are cooperative, employees feel valued and com-
panies flourish is at the heart of organizational behavior.

Contributing Disciplines to Organization
Behavior Field

There are some important disciplines in the organizational behavior field which devel-
oped it extensively.

Due to an increase in organizational complexity, various types of knowledge are re-
quired and help in many ways.

Organizational Behavior

1. Political sciences

2. Anthropology

3. Economics

4. Social psychology

5. Sociology

6. Psychology

Contributing Disciplines to the Organization Behavior Field are given below:
« Psychology.

« Sociology.

[0 |
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Introduction to Organizational Behavior

» Social Psychology.
e Economics.
« Anthropology.

o Political Sciences.

Psychology

Psychology has perhaps the first influence on the field of organizational behavior be-
cause it is a science of behavior. A psychologist studies almost all aspects of behavior.

Psychology deals with studying human behavior that seeks to explain and sometimes
change the behavior’of humans and other animals.

Psychologists are primarily interested in predicting the behavior of individuals to a
great extent by observing the dynamics of personal factors.

Those who have contributed and continued to add to the knowledge of OB are teaching
theorists, personality theorists, counseling psychologists and primary, industrial and
organizational psychologist.

Some of the numerous areas of interest within the disciplines of psychology are given
below:

« General Psychology,

« Experimental Psychology,

+ Clinical Psychology,

« Consumer Psychology,

« Personality and Social Psychology,
+ Industrial Psychology,

« Counseling Psychology,

+ Educational Psychology, and

« Consulting Psychology.

Understanding Psychological principles and its models help significantly in gaining the
knowledge of determinants of individual behavior such as:

« The learning process,

« Motivation techniques,

I| 11 I|



Understanding Organizational Behavior

« Personality determinants and development,
« Perceptual process and its implications,

» Training process,

« Leadership effectiveness,

« Job satisfaction,

+ Individual decision making,

« Performance appraisal,

o Attitude measurement,

« Employee selection,

« Job design and work stress.

Sociology

The major focus of sociologists is on studying the social systems in which individuals
fill their roles. The focus is on group dynamics.

They have made their greatest contribution to OB through their study of group behav-
ior in organization, particularly formal and sophisticated organizations.

Sociological concepts, theories, models, and techniques help significantly to under-
stand better the group dynamics, organizational culture, formal organization theory
and structure, corporate technology, bureaucracy, communications, power, conflict,
and intergroup behavior.

Psychologists are primarily interested in focusing their attention on the individual
behavior.

Key Concepts of Sociology
Most sociologists today identify the discipline by using one of the three statements:

« Sociology deals with human interaction arid this communication are the key
influencing factor among people in social settings.

« Sociology is a study of plural behavior. Two or more interacting individuals con-
stitute a plurality pattern of behaviour.

« Sociology is the systematic study of social systems.

A social system is an operational social unit that is structured to serve a purpose.

[12 ]
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Introduction to Organizational Behavior

It consists of two or more persons of different status with various roles playing a part in
a pattern that is sustained by a physical and cultural base.

When analyzing organizing as a social system, the following elements exist:
« People or actors
» Acts or Behavior
« Ends or Goals
« Norms, rules, or regulation controlling conduct or behavior
« Beliefs held by people as actors
« Status and status relationships
« Authority or power to influence other actors
« Role expectations, role performances, and role relationships.

Therefore, organizations are viewed by sociologies as consists of a variety of people
with different roles, status, and degree of authority.

The organization attempts to achieve certain generalized and specific objectives.

To attain some of the abstract ends such as the development of company loyalty, the
organization’s leaders appeal to the shared cultural base.

Social Psychology

It has been defined as the scientific investigation of how the thoughts, feelings, and
behavior of individuals are influenced by the actual, imagined or implied the presence
of others.

It deals with how people are affected by other individuals who are physically present or
who are imagined to be present or even whose presence is implied.

In general, sociology focuses on how groups, organizations, social categories, and soci-
eties are organized, how they function, how they change.

The unit of analysis is the group as a whole rather than the individuals who compose
the group.

Social Psychology deals with many of the same phenomena but seeks to explain whole
individual human interaction and human cognition influences culture and is influenced
by culture.

The unit of analysis is the individual within the group.

[13 ]
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Understanding Organizational Behavior

In reality, some forms of sociology are closely related to social psychology.

Social Psychologists study an enormous range of topics including conformity, persua-
sion, power, influence, obedience, prejudice, discrimination, stereotyping, sexism and
racism, small groups, social categories, inter-group behavior, crowd behavior, social
conflict, social change, decision making, etc.

Among them, the most important topics relevant to the organizational behavior field
are behavioral change, attitude change, communication, group process and group deci-
sion making. Social psychologists making significant contributions.

Social psychologists making significant contributions to measuring, understanding and
improving attitudes, communication patterns how groups can satisfy individual needs
and group decision-making process.

Anthropology

The main aim of anthropology is to acquire a better understanding of the relationship
between the human being and the environment. Adaptations to surroundings constitute
culture. The manner in which people view their surroundings is a part of the culture.

Culture includes those ideas shared by groups of individuals and languages by which
these ideas are communicated. In essence, culture is a system of learned behavior.

Their work on culture and environment has helped us to understand differences in
fundamental values, attitudes, and behavior among people in different countries and
within different organizations.

Much of our current understandings of organizational culture, environments, and dif-
ferences between national cultures are the results of the work of anthropologists or
those using their methodologies.

The world is the laboratory of anthropologists, and human beings must be studied in
the natural habitat. Understanding the importance of studying man in natural settings
over time enables one to grasp the range of anthropology.

Familiarity within some of the cultural differences of employees can lead to a greater
managerial objectivity and depth in the interpretation of behavior and performance.

Anthropologists contribute to study some aspects of organizational settings — similar
values, comparative attitudes, cross-cultural analysis between or among the employees.

Political Sciences

Contributions of political scientist are significant to the understanding of behavior in
organizations. Political scientists study the behavior of individuals and groups within a
political environment.

|14|
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They contribute to understanding the dynamics of power centers, structuring of con-
flict and conflict resolutions tactics, allocation of power and how people manipulate
power for individual self-interest.

In a business field, organizations wanted to attain supremacy in their field and indulge
in politicking activities to gain maximum advantages by following certain tasks like
Machiavellianism, coalition formation, malpractices, etc.

The knowledge of political science can be utilized in the study the behavior of employ-
ees, executives at micro as well as macro level.

Economics

Economics contributes organizational behavior to a great extent in designing the organiza-
tional structure. Transaction cost economics influence the organization and its structure.

Transaction costs economics implies costs components to make an exchange on the
market.

This transaction cost economics examines the extent to which the organization struc-
ture and size of an organization varies in response to attempts to avoid market failures
through minimizing production and transaction costs within the constraints of human
and environmental factors.

Costs of transactions include both costs of market transactions and internal coordination.

A transaction occurs when a good or service is transferred across a ‘technologically
separable barrier” Transaction costs arise for many reasons.

So we can assume that there are various types of disciplines which involve organiza-
tional behavior. They, directly and indirectly, influence the overall activities of OB.

Absolutes in Organizational Behavior

There are few, if any, simple and universal principles that explain organizational behav-
ior. There are laws in the physical sciences—chemistry, astronomy, physics—that are
consistent and apply in a wide range of situations. They allow scientists to generalize
about the pull of gravity or to confidently send astronauts into space to repair satellites
.But as one noted behavioral researchers aptly concluded, God gave all the easy prob-
lems to the physicists. Human’s beings are complex. Because they are not alike, our
ability to make simple, accurate, and sweeping generalizations is limited. Two people
often act very differently in the same situation ,and the same person’s behavior chang-
es in different situations .For instances, not everyone is motivated by money, and you
behave differently at church on Sunday than you did at the beer party the night before.

[15 |
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Understanding Organizational Behavior

That doesn’t mean, of course, that we can’t offer reasonably accurate explanations of
human behavior or make valid predictions. It does mean, however, that OB concepts
must reflect situational, or contingency, conditions. We can say that x leads to you, but
only under conditions specified in z(the contingency variables).The science of OB has
developed by using general concepts and then altering their application to the partic-
ular situation .So, for example, OB scholars would avoid stating that effective leader
should always seek the ideas of their followers before making a decision. Rather, we
shall find that in some situations a participative style is clearly superior, but, in other
situations, an autocratic decision style is more effective .In other words, the effective-
ness of a particular leadership style is contingent upon the situation in which it is used.

Management and Organization Behavior

Companies of the same industry are being affected by the same environmental fac-
tors. Some companies attract a number of customers while some other companies repel
them. Employees refer to be identified with some companies while they prefer to be
unemployed in case of some other companies. Why do companies perform differently
when they operate under the same environmental conditions, serve the same custom-
er, and use the same raw material and technology and employ the people with similar
skills? The answer for this question, invariably, is management practices. Thus ‘Man-
agement’ makes remarkable difference between the companies regarding their perfor-
mance in terms of productivity, products, sales, profitability, service to the customer,
employee welfare etc.

» Definition of management- Mary Parker defines the term management as “the
art of getting things done through others.”

» Ivancerich, Donnelly and Gibson, defines the term management as “the process
undertaken by one or more persons to coordinate the activities of other persons
to achieve results not attainable by any one person acting alone.”

« John A. Pearce and Richard B. Robinson included all kinds of resources in their
definition on management. According to them, “Management is the process of
optimizing human, material and financial contribution for the achievement of
organizational goals.”

The analysis of the above definitions provides the following aspects of management.

« The purpose of management is to formulate effective (right) organizational
strategies and to achieve them efficiently (productively) based on the missions
objectives and goals.

« Management deals with both internal and external environment.
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« Management is concerned with all kinds of resources viz., human, financial,
material machines, technology and technical know- how.

« Management functions include: planning, organizing, directing and controlling.
« Managers should possess varied skills in order to play a variety of roles.
« It applies to managers at all levels in an organization.

« Management is applicable to all kind of organizations i.e., both profit and non-
profit oriented organizations.

« Management vs. Administration.
« Management is an art and a science in order to create a surplus.

« Management need to be a profession to achieve goals continuously with an in-
cremental efficiency.

Management deals with internal and external environment:

External

tnternal

Human
TESOUrces

Management of
Material Business/ Non-
resources business
Organisation

Machines &
Technology

Financial

TESOUICes

Envir

Environment

Management: Science or an Art

We should know what is science and what is a before discussing whether management
is a science or an art?

Science: Science is a body of knowledge developed systematically, based on observa-
tion, measurement, and experimentation and drawing inferences based on data. The
knowledge can be verified through cause- effect relationship. The knowledge provides
principles, theory and laws. Management satisfies the characteristics of science like.

Art: Art understands how a particular activity can be done. Art can be acquired by
conscious effort and practice. Management is getting things done by and through other
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people. They have to continuously analyze the environment and formulate the plans
and strategies. They have to modify the strategies based on environmental changes.
The principles of management cannot be implemented as learn, in the real world. They
are to be applied after making necessary modifications based on the real life situations.

Nature of Management

Nature of Management

Management as a Continuous Process Management as a Discipline

Management as a Career Art as well as Science

Goal Oriented Guidance

Management is a Human Activity Management Signifies Authority

Management is Universal Co-ordination is the soul of Management
Management is Dynamic Management is essentially a Leadership Activity
Management is Decision Making Management is Profession

Scope of Management

Activity Point of View Functional Areas of Management
Management is an Inter Disciplinary Approach Universality of Management
Essential of Management Modern Management is an Agent of Change

Functions of Management

As indicated earlier, management is the process of planning, organizing, staffing, di-
recting and controlling the efforts of organization members in utilizing all resources
to achieve organizational goals, objectives and mission. Management is a process as it
operates the activities systematically.

Process of Management

Directing I i Controlling I
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Planning

Planning consists of the activities involved in choosing courses of action to
achieve organizational objectives.

It is deciding in advance what to do, when to do, how to do and who will do it,
in order to achieve these objectives.

Both long- term and short- term plans are necessary to achieve goals.

Organizing

Organizing involves the grouping of jobs into framework for coordination and
direction.

Formal organizations may be portrayed by use of an organisation chart.

Organizations are structured based on product, function, geography, customer
and project.

The matrix structure has evolved as a result of complex environments, markets
and technology.

Staffing

Staffing is planning, organizing, directing and controlling of procurement, de-
velopment, compensation, integration and maintenance of people for the pur-
pose of contributing to individual, organizational and social goals.

This process requires the performance of the functions like job analysis, hu-
man resources planning, recruitment, selection, induction, placement, training,
execute development, wage and salary administration, leadership, teamwork,
motivation, grievance procedure, disciplinary procedure etc.

Directing

The important function of management at any level is directing the people by
motivating, commanding, leading and activating them.

The willing and effective cooperation of employees for the attainment of organi-
zational goals is possible through direction.

Tapping the maximum potentialities of the people is possible through and com-
mand.

Thus, direction is an important managerial function in securing employee’s
contribution.
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Controlling

After planning, organizing, staffing and directing the various activities, the per-
formance is to be verified in order to know whether the activities are performed
in conformity with the plans and objectives or not.

Controlling also involves checking, verifying and comparing of actual perfor-
mance with the plans, identification of deviations, if any and correcting of iden-
tified deviations.

Thus, actions and operations are adjusted to predetermined plans and stan-
dards through control.

The purpose of control is to ensure the effective operation of an organisation by
focusing on all resources- human, material, finance and machines.

Management Levels

Management

Middle
Management

Lower-Level
Management

Top Level Managements

Top level management are the senior level executives of the company including the Manag-
ing director or President Vice- Presidents, General managers, Chief managers of company,
ect. Top level management particularly the managing director or President of the compa-
ny is responsible for the overall management and performance of the company. Top level
management formulates objectives, policies and corporate level strategies of the company.

Middle level managers

Middle level managers are responsible for coordination of the activities of various depart-
ments. Middle managers include managers of various departments, marketing, finance,
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human resource and research and development departments. These managers are respon-
sible for the success or failure of their departments. Middle level managers formulate the
objectives, goals and strategies of their departments based on those of the organisation.

Lower Level Managers

Lower level managers are responsible for the work of the operating staff working with
them. Lower level managers are also called first- Line or First- Line or junior managers.
They direct, lead, motivate and coordinate the activities of the operating employees.
These managers mostly supervise the operating perform their work. As such, the lower
level managers are also called ‘Supervisors’.

Principles of Management

Henry Fayol started his career as a mining engineer in 1860 in a collier company in
France. In 1866, he was appointed as the manager of the collieries and remained in this
position for 22 years. In 1888, when the company’s financial position was critical, he
was appointed as the General Manager.

Fayol felt that the activities of business could be dividing into six groups.
1. Technical

2. Commercial

3. Financial

4. Security

5. Accounting
6. Managerial.

Fayol’s Principles of Management

In addition, Fayol listed out fourteen principles of management. They are:

1. Division of labour - The more people specialize, the more efficiently they can
perform their work. This principle is epitomized by the modern assembly line.

2. Authority - Managers must give orders so that they can get things done. While
their formal authority gives them the right to command, managers will not al-
ways compel obedience unless they have personal authority (such as relevant
expertise) as well.

3. Discipline - Members in an organization need to respect the rules and agree-
ments that govern the organization. To Fayol, discipline results from good lead-
ership at all levels of the organization, fair agreements.

[21]
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10.

11.

12.

13.

14.

Unity of command - Each employee must receive instructions from only one
person. Fayol belied that when an employee reported to more than one manag-
er, conflicts in instructions and confusion of authority would ultimately result.

Unity of direction - Those operations within the organization that have the same
objective should be directed by only one manager using one plan.

Subordination of individual interest to the common goal - In any undertaking,
the interests of employees should not take precedence over the interests of the
organization. As a whole.

Remuneration - Compensation for work done should be fair to both employees
and employers.

Centralization - Decreasing the role of subordinates in decision making is cen-
tralization, increasing their roles is decentralization.

The hierarchy - The lines of authority in an organization are often represented
today by the neat boxes and lines of the organization chart that runs in order of
rank from the top management to the lowest level of the enterprise.

Order - Materials and people should be in the right place at the right time. Peo-
ple in particular, should be in the jobs or positions in which they are most suited.

Equity - Manager should be both friendly and fair to their subordinates.

Stability of staff - A high employee turnover rate undermines the efficient func-
tioning of an organization.

Initiative - Subordinates should be given the freedom to conceive and carry out
their plans, even though some mistakes may result.

Esprit de corps - Promoting team spirit will give the organization a sense of unity.

Taylor’s Scientific Management

The concept of scientific management was introduced by Fredric Winslow Taylor in
USA in the beginning of 20th century.

“Scientific management is concerned with knowing exactly what you want men to do
and then see in that they do it in the best and cheapest way”.

Elements and Tools of Scientific Management

1.

Separation of planning and doing - Taylor emphasized the separation of planning
aspect from actual doing of the work. Before Taylor’s scientific management, a
work used to plan about how he had to work and what instruments were nec-
essary for that. The worker was put under the supervision of a supervisor com-
monly known as gang boss.
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Functional foremanship - Separation of planning from doing resulted into de-
velopment of supervision system which could take planning work adequately
besides keeping supervisions on workers.

Job analysis - Job analysis is undertaken to find out the one best way of doing
the thing. The best way of doing a job is one which requires the last movements,
consequently less time and cost. The best way of doing the thing can be deter-
mined by taking up time motion fatigue studies.

Standardization - As far as possible, standardization should be maintained in
respect of instruments and tools, period of work, amount of work, work condi-
tions, cost of production cet.

Scientific selection and Training of workers - Taylor has suggested that workers
should be selected on scientific basis taking into account their education, work
experience, aptitude, physical strength.

Financial incentives - Financial incentives can motivate workers to put in their
maximum efforts. If provisions exist to earn higher wages by putting in extra
effort, workers will be motivated to earn more.

Economy - While applying scientific management, not only scientific & techni-
cal aspects should be considered but adequate consideration should be given
to economy & profit. For this purpose, techniques of cost estimates and control

should be adopted.

Mental revolution - scientific management depends on the mutual co-operation
between management and workers. For this co-operation, there should be men-
tal change in both parties from conflict to co-operation.

Principles of Scientific Management

1.

Science, but not rule of the thumb - Scientific management organized knowl-
edge should be applied which will replace rule of thumb. While the use of scien-
tific method denotes precision in determining any aspect of work.

Group hormony - Group hormony suggests that there should be mutual given
and takes situation and proper understanding so that group as a whole contrib-
utes to the maximum.

Cooperation - scientific management involves achieving co-operation rather than
chaotic individualism. Scientific management is based on mutual confidence,
cooperation and good will. Co-operation between management and workers can
be developed through mutual understanding and a change in thinking.

Maximum output - Scientific management involves continuous increase in pro-
duction and productivity instead of restricted production either by manage-
ment or by worker.
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5. Development of workers - In scientific management, all workers should be devel-

oped to the fullest extent possible for their own and for the company’s prosperity.

Systems Approach to Management

A system is a set of interrelated but separate parts working towards a common purpose.
The arrangement of elements must be orderly and there must be proper communica-
tion facilitating interaction between the elements and finally this interaction should
lead to achieve a common goal.

Key concepts of Systems Approach

1.

Subsystem - Systems are those parts which make up the whole system. Each
system in turn may be a subsystem of a still larger system. Thus, a department
is a subsystem of a factory, which is a subsystem of a firm, which is a subsystem
of industry.

2. Synergy - Synergy is a situation in which the whole is greater than the sum of its
parts. In organizational terms, synergy means those departments that interact
co-operatively are more productivity than they would be.

3. Open system - It is a system that interacts with its environment. All organiza-
tions interact with their environment, but the extent to which they do so varies.

4. Closed system - It is a system that does not interact with its environment.

5. System boundary - It is the boundary that separates each system from its envi-
ronment. It is rigid in a closed system while flexible in an open system.

Flows

A System has flows of information, materials, and energy. These enter the system from
the environment as in puts like raw materials.

Challenges and Opportunities of Organizational

Behavior

Challenges and opportunities of organizational behavior are massive and rapidly
changing for improving productivity and meeting business goals.

Although the problems with organizations and the solutions over the ages have not
really changed, the emphasis and surrounding environmental context certainly have
changed.
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Although the resulting lean and mean organizations offered some short-run benefits in
terms of lowered costs and improved productivity, if they continued to do business, as
usual, they would not be able to meet current or future challenges.

As a Harvard Business Review article argues, “These are scary times for managers”.

The singular reason given for these frightening times — the increasing danger of dis-
ruptive change.

The nature of work is changing so rapidly that rigid job structures impede the work to
be done now, and that may drastically change the following year, month, or even week.

Main Challenges and Opportunities of Organizational Behavior
1. Improving Peoples’ Skills.

2. Improving Quality and Productivity.

3. Total Quality Management (TQM).
4. Managing Workforce Diversity.

5. Responding to Globalization.

6. Empowering People.

7. Coping with Temporariness.

8. Stimulating Innovation and Change.

9. Emergence of E-Organisation & E-Commerce.
10. Improving Ethical Behavior.

11. Improving Customer Service.

12. Helping Employees Balance Work-Life Conflicts.

13. Flattening World.

Improving People’s Skills

Technological changes, structural changes, environmental changes are accelerated at a
faster rate in the business field.

Unless employees and executives are equipped to possess the required skills to adapt
those changes, the targeted goals cannot be achieved in time.

These two different categories of skills — managerial skills and technical skills.
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Some of the managerial skills include listening skills, motivating skills, planning and
organizing skills, leading skills, problem-solving skill, decision-making skills etc.

These skills can be enhanced by organizing a series of training and development pro-
grams, career development programs, induction, and socialization etc.

Improving Quality and Productivity

Quality is the extent to which the customers or users believe the product or service sur-
passes their needs and expectations.

For example, a customer who purchases an automobile has a certain expectation, one
of which is that the automobile engine will start when it is turned on.

If the engine fails to start, the customer’s expectations will not have been met and the
customer will perceive the quality of the car as poor. The key dimensions of quality as
follows:

« Performance: Primary rating characteristics of a product such as signal cover-
age, audio quality, display quality etc.

« Features: Secondary characteristics, added features, such as calculators, and
alarm clock features in hand phone.

« Conformance: Meeting specifications or industry standards, workmanship of
the degree to which a product’s design or operating characteristics match pre-
established standards.

« Reliability: The probability of a product’s falling within t a specified period of
time.

« Durability: It is a measure of product’s life having both economic and technical
dimension.

« Services: Resolution of problem and complaints, ease of repair.

+ Response: Human to human interfaces, such as the courtesy of the dealer.

« Aesthetics: Sensory characteristics such exterior finish.

« Reputations: Past performance and other intangibles, such as being ranked first.

More and more managers are confronting to meet the challenges to fulfill the specific
requirements of customers.

In order to improve quality and productivity, they are implementing programs like to-
tal quality management and reengineering programs that require extensive employee
involvement.

|26|

L



Introduction to Organizational Behavior

Total Quality Management (TQM)

&
e
4

4

Total
Employee
Commitment

It is a philosophy of management that is driven by the constant attainment of customer
satisfaction through the continuous improvement of all organizational process.

Ba: ct

Components of TQM
(a) An intense focus on the customer,
(b) Concern for continual improvement,
(c) Improvement in the quality of everything the organization does,
(d) Accurate measurement and,

(e) Empowerment of employees.

Managing Workforce Diversity

This refers to employing different categories of employees who are heterogeneous in
terms of gender, race, ethnicity, relation, community, physically disadvantaged, elderly
people etc.

The primary reason to employ heterogeneous category of employees is to tap the talents
and potentialities, harnessing the innovativeness, obtaining synergetic effect among
the divorce workforce.

In general, employees wanted to retain their individual and cultural identity, values
and life styles even though they are working in the same organization with common
rules and regulations.

The major challenge for organizations is to become more accommodating to diverse
groups of people by addressing their different life styles, family needs, and work styles.
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Responding to Globalization

Today’s business is mostly market driven; wherever the demands exist irrespective of
distance, locations, climatic Conditions, the business.

Operations are expanded to gain their market share and to remain in the top rank etc.
Business operations are no longer restricted to a particular locality or region.

Company’s products or services are spreading across the nations using mass communi-
cation, the internet, faster transportation etc.

More than 95% of Nokia (Now Microsoft) hand phones are being sold outside of their
home country Finland.

Japanese cars are being sold in different parts of the globe. Sri Lankan tea is exported
to many cities around the globe.

Garment products of Bangladesh are exporting in USA and EU countries. Executives
of Multinational Corporation are very mobile and move from one subsidiary to another
more frequently.

Empowering People

The main issue is delegating more power and responsibility to the lower level cadre of
employees and assigning more freedom to make choices about their schedules, opera-
tions, procedures and the method of solving their work-related problems.

Encouraging the employees to participate in work related decision will sizable enhance
their commitment to work.

Empowerment is defined as putting employees in charge of what they do by eliciting
some sort of ownership in them.

Managers are doing considerably further by allowing employees full control of their work.

Movement implies constant change. An increasing number of organizations are using
self-managed teams, where workers operate largely without a boss.

Due to the implementation of empowerment concepts across all the levels, the relation-
ship between managers and the employees is reshaped.

Managers will act as coaches, advisors, sponsors, facilitators and help their subordi-
nates to do their task with minimal guidance.

Coping with Temporariness

In recent times, the product life cycles are slimming, the methods of operations are
improving, and fashions are changing very fast. In those days, the managers needed to
introduce major change programs once or twice a decade.
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Today, change is an on-going activity for most managers.
The concept of continuous improvement implies constant change.

In yesteryears, there used to be a long period of stability and occasionally interrupted
by a short period of change, but at present, the change process is an on-going activity
due to competitiveness in developing new products and services with better features.

Everyone in the organization faces today is one of permanent temporariness. The actu-
al jobs that workers perform are in a permanent state of flux.

So, workers need to continually update their knowledge and skills to perform new job
requirements.

Stimulating Innovation and Change

Today’s successful organizations must foster innovation and be proficient in the art of
change; otherwise, they will become candidates for extinction in due course of time and
vanished from their field of business.

Victory will go to those organizations that maintain flexibility, continually improve
their quality, and beat the competition to the market place with a constant stream of
innovative products and services.

For example, Compaq succeeded by creating more powerful personal computers for
the same or less money than EBNM or Apple, and by putting their products to market
quicker than the bigger competitors.

Amazon.com is putting a lot of independent bookstores out of business as it proves you
can successfully sell books from an Internet website.

Emergence of E-Organisation and E-Commerce

It refers to the business operations involving the electronic mode of transactions. It
encompasses presenting products on websites and filling the order.

The vast majority of articles and media attention given to using the Internet in business
are directed at online shopping.

In this process, the marketing and selling of goods and services are being carried out
over the Internet.

In e- commerce, the following activities are being taken place quite often — the tremen-
dous numbers of people who are shopping on the Internet, business houses are setting
up websites where they can sell goods, conducting the following transactions such as
getting paid and fulfilling orders.
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It is a dramatic change in the way a company relates to its customers. At present e-com-
merce is exploding. Globally, e-commerce spending was increasing at a tremendous
rate.

Improving Ethical Behavior

The complexity in business operations is forcing the workforce to face ethical dilem-
mas, where they are required to define right and wrong conduct in order to complete
their assigned activities.

For example,

« Should the employees of chemical company blow the whistle if they uncover the
discharging its untreated effluents into the river are polluting its water resources?

« Do managers give an inflated performance evaluation to an employee they like,
knowing that such an evaluation could save that employee’s job?

The ground rules governing the constituents of good ethical behavior has not been
clearly defined, Differentiating right things from wrong behavior has become more

blurred.

Following unethical practices have become a common practice such as successful exec-
utives who use insider information for personal financial gain, employees in competitor
business participating in massive cover-ups of defective products etc.

Improving Customer Service

OB can contribute to improving an organizational performance by showing drat how
employees’ attitude and behavior are associated with customer satisfaction.

In that case, service should be the first production oriented by using technological op-
portunities like a computer, the internet etc.

To improve the customer service need to provide sales service and also the after sales
service.

Helping Employees Balance Work-Life Conflicts

The typical employee in the 1960s or 1970s showed up at the work place Monday
through Friday and did his or her job 8 or 9-hour chunk of time.

The workplace and hours were clearly specified. That’s no longer true for a large seg-
ment of today’s workforce.

Employees are increasingly complaining that the line between work and non-work time
has become blurred, creating personal conflict and stress.
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A number of forces have contributed to blurring the lines between employees’ work life
and personal life.

» First, the creation of global organizations means their world never sleeps. At
any time and on any day, for instance, thousands of General Electric employees
are working somewhere.

« Second, the communication technology allows employees to do their work at
home, in their cars, or on the beach in Cox’s Bazar.

+ This lets many people in technical and professional jobs do their work anytime
and from any place.

« Third, organizations are asking employees to put in longer hours.

+ Finally, fewer families have only a single breadwinner. Today’s married em-
ployee is typically part of a dual-career couple. This makes it increasingly dif-
ficult for married employees to find the time to full fill commitments to home,
spouse, children, parents, and friends.

Today’s married employee is typically part of a dual-career couple.

This makes it increasingly difficult for married employees to find the time to fulfill com-
mitments to home, spouse, children, parents, and friends.

Employees are increasingly recognizing that work is squeezing out personal lives and
they’re not happy about it.

For example, recent studies suggest that employees want jobs that give them flexibility
in their work schedules so they can better manage work/life conflicts.

In addition, the next generation of employees is likely to show similar concerns.

A majority of college and university students say that attaining a balance between per-
sonal life and work is a primary career goal. They want a life as well as a job.

Flattening World

Thomas Friedman makes the point that the Internet has “flattened” the world and created
an environment in which there is a more level playing field in terms of access to information.

This access to information has led to an increase in innovation, as knowledge can be
shared instantly across time zones and cultures.

It has also created intense competition, as the speed of business is growing faster and
faster all the time.

Don Tapscott notes that mass collaboration has changed the way work gets done, how
products are created, and the ability of people to work together without ever meeting.
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Important Attributes of Individual
Behavior

Some of the attributes of individual behavior are personality, attitude, motivation and
perception. There are different theories on personality such as type theory, trait theories
and psychoanalytic theory. This chapter has been carefully written to provide an easy
understanding of the varied attributes of individual behavior.

Attitude, Personality and Values

The term personality often figures in discussions on one’s job prospects, achievements,
marriage and on other similar occasions. In all these events, personality is understood
in its narrow sense as implying one’s charm, popularity, dress and other physical at-
tractiveness. Perceiving personality in this narrow sense will not help much in under-
standing an individual’s behaviours in an organization.

Theories on Personality

There are several theories but more prominent among them are:

Type Theory

Type theories place personalities into clearly identifiable categories. Classification
into types is the beginning of most sciences-types of rocks, kinds of plants and so
on. Thus, it is not surprising that the first student of human nature try to classify
kinds of people. In type theories relationship was sought to be established between
features of face or body and personality. Classification of personalities on body ba-
sis is subjective. Type theories are simple and popular but carry no substances. The
second basis to type personalities is psychological factors. One of the Freud’s pupils,
the Swiss psychologists Carl Jung, divided all personalities into introverts and extro-
verts. These terms are normally associated with an individual’s sociability and inter-
personal orientation. Extroverts are gregarious, sociable individuals, while introverts
are shy, quiet and retiring.

Thus, type theories, body or psychological, though appealing as they provide a simple
way of looking at personality, fail to reveal all complexities of personality.
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Trait Theories

Trait theories is another way of understanding personality. A personality trait is un-
derstood as an enduring attribute of a person that appears consistently in a variety of
situations. A trait of an individual is abstracted from his behaviour and serves an useful
— “unit of analysis” to understand personality.

Trait theorists assume that a personality can be described by its position on a number
of continuous dimensions or scales, each of which represents a trait. Thus, we could
rate an individual on a scale of intelligence, emotional stability, aggressiveness, cre-
ativeness or any of a number of other dimensions.

It is important to remember that traits are reactions, not something a person possess-
es. One does not possesse shyness, he feels and acts shy under some circumstances. In
many ways, the trait theory is a multiple model of type theory.

The search for personality, social, physical or intellectual attributes that describes lead-
ers from non-leaders goes back to 1930s. Research efforts in leadership traits resulted
in a number of dead ends. A review of different studies identified that, leadership traits
were common in five out of twenty cases. The research was carried out to find out a set
of traits that would differentiate leaders from followers but the research failed. The
overall cumulative finding from research conclude that, some traits increase the likeli-
hood of becoming leaders but none of the traits will guarantee a success.

Psychologists working in an area of trail theory are concerned with:
a. Determining the basic traits that provide a meaningful description of personality.

b. Finding some way to measure them. There are two ways of assessing personal-
ity traits:

i. The person describes himself by answering questions about his attitudes,
feelings and behaviours.

ii. Someone else evaluates the person’s traits from what he knows about the
individual.

With the first method, a personality inventory is most often used, whereas the second,
usually involves a rating scale. A personality inventory is essentially a questionnaire in
which the person reports the reactions or feelings in certain situations.

A rating scale is a device for recording judgement about traits. A rating scale is filled up
by someone else by what he knows about the individual or by studying his behaviour in
certain situations.

Evaluation of Trait Theory

Trait theory is an improvement over type theories. The type theories unrealistically,
attempt to place personalities into discrete, discontinuous categories. The trait theory,
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on the other hand, gives recognition to the continuity of personalities. The theory has
also contributed to personality ratings and factor analysis techniques to behavioural
science.

However, there are several problems with the trait approach. Terms are different to de-
fine, there are contradictions and the scientific reliability of the results is open to con-
siderable challenge. A major objection to trait theories is that, they are very descriptive
rather than analytical and are a long way from being comprehensive theories of per-
sonality. Further, some trait theories tend to focus on isolated traits without specifying
how these traits are organised within the personality. Finally, traits are abstracted from
behaviour. But we cannot use the same traits to explain behaviour.

Trait theory with Examples

Theories, which consider personal qualities and characteristics that differentiate lead-
ers from non-leaders, for example. Margaret Thatcher, former Prime Minister of Great
Britain was always known for her leadership. She was described as confident, iron-
willed, determined and decisive. These terms are traits and people using them are trait
willed, determined and decisive. These terms are traits and people using them are trait
Theorist supporters. The media is a strong supporter of trait theories of leadership;
say focusing on personal qualities and characteristics. The media identifies people
like Margaret Thatcher, Nelson Mandela. New York mayor Rudolph Gintiani, Virgin
group’s CEO- Richard Branson as charismatic enthusiastic. Traits in different leaders
and non-leaders are ambitions and energy, the desire to live, honesty and integrity,
self-confidence, intelligence and job relevant knowledge. Recent research shows that
high self-monitors that is they are highly flexible to adjust to indifferent situations and
are more likely to immerge as leaders. When leaders like Steve Jobs of Apple computer
were described as charismatic or enthusiastic, these adjectives reflected the trait theo-
ry of leadership that seeks to identify specific personal qualities and characteristics of
leaders to explain their success. Effective leaders behave in unique manner. For exam-
ple: Titan International CEO Marry Tailor and Siebel System CEO Tom Siebel have led
their companies in very critical periods in a very successful manner. Their leadership
style consists of tough talking, intense and autocratic.

The difference between trait and behavioural theories in terms of applications lies in
their underlying assumptions. Trait theories are valid. The leaders are born and not
made by the specific behaviour identified leader. The leadership could be taught and
designed as to implant behavioural patterns in individuals who desire to be leaders.

Drawbacks of Trait Theory

The trait theory has certain limitations. First and foremost, there are no universal traits
that will give leadership in all situations, while trait appears to predict leadership on
relative situations. Secondly, trait predicts behaviour more in weak situations rather
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than in strong situations. Strong situations are there when the behaviour norms are
strong incentives for specific type of behaviour and clear expectations as to which be-
haviour is rewarded and which is punished. Some strong situations create the oppor-
tunities for leaders to express. Organizations with strong cultures fit in the description
of strong situation but here power of trait to predict leadership is limited. The third
drawback is the inability to separate cause from effect. For example: Does self-confi-
dence create leadership or does success as a leader build self-confidence. Finally, trait
helps in predicting the appearance of leadership than distinguish between effective and
ineffective leaders.

The major movement away from trait began as early as 1940’s. 1960 emphasized re-
search in the behavioural theories.

This theory differs from that of trait theory. This theory is based on the in-depth study
of individual personalities.

Siemund Freud is credited with psychoanalytic theory. Freud, acknowledged as one of
the intellectual giants in the history of modern thought, developed.

i. The first comprehensive personality theory.
ii. A method for treating neurotic ills.

iii. An extensive body of clinical observations based on his therapeutic experience
and self-analysis.

Freud saw personality as composed of three structures:

i. The ID: Refers exclusively to the innate component of personality. The id is
the mental agency containing everything inherited, present at birth, and fixed
in the individual’s constitution especially instincts. It is raw, animalistic, un-
recognized knows no laws, obeys no rules and remains basic to the individual
throughout life. The id, according to Freud, employs to rid the personality of
tension, reflex actions and primary process. Primary process refers to attempts
of an individual to form a mental image of the object that will remove the ten-
sion.

ii. The ego: Mental images do not satisfy needs. The starving man cannot satisfy
hunger by eating images. Reality must be considered. This is the role of the ego.
The ego develops out of the id because of the necessity for dealing with the real
world.

iii. The super ego: In order for a person to function constructively in society, he
should acquire a system of values, norms, ethics and attitudes which are rea-
sonably compatible with that society. The superego, represents the internalized
representation of the values and morals of society as taught to the child by the
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parents and others. The super ego judges whether an action is right or wrong
according to the standards of society. The id seeks pleasure, the ego tests reality
and the superego strives for perfection.

Sometimes, the three components of personality are at odds: the ego postpones gratifi-
cation that the id wants right away and the superego battles with both the ego and the
id, because behaviour often falls short of the moral code it represents. But more often
in the normal person the three work as a team, producing integrated behaviour.

Evaluation of Psychoanalytic Theory

This theory has had an enormous impact on psychological and philosophical concep-
tions of people.

Freud’s emphasis on the conscience has been partially supported by some of the cur-
rent research findings of cognitive psychologists. This work has revealed that, mental
processes about which people are unaware have all important impact on thinking and
actions.

The importance of this theory is underscored by the fact that it has spawned a signifi-
cant and enduring method of treating psychological disturbances.

Freud’s psychoanalytic theory has been criticize as it has been praised. One criticism
against the theory is that the approach is not based on empirically verifiable facts. The
psychoanalytic elements are largely hypothetical constructs and are not measurable,
observable items, susceptible to scientific analysis and verification.

Some critics point out that Freud’s theory of personality is based almost entirely upon
his observations of emotionally disturbed individuals. It may not represent an appro-
priate description of the normal, healthy personality. Freud assumed that all human
events (actions, thoughts, feelings, aspirations) are lawful and determined by powerful
instinctual forces i.e. aggression. Thus, human beings are seen as essentially mecha-
nistic, they are governed by the same natural laws that apply to the behaviour of other
organisms. In his approach, there is no room for concepts such as free will, choice,
personal responsibility, spontaneity and self-determination.

Social Learning Theory

Much of human behaviour is either learned or modified by learning. Through learn-
ing, one acquires knowledge, language attitudes, values, fears, personality traits and
self-insight. Therefore, a study of the process of learning throws more light on under-
standing human activities.

The social learning theorists on personality regard the situation as an important de-
terminant of behaviour. The social learning theory focuses on behaviour patterns and
cognitive activities in relation to the specific conditions that evoke, maintain or modify
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them. The emphasis is what an individual does in a given situation. Some of the per-
sonal variables like that determine what an individual will do in a particular situation
include:

i. Competencies: Intellectual abilities, social skills and other abilities.

ii. Cognitive Strategies: Habitual ways of selectively attending to information and
organizing it into meaningful units.

iii. Outcome expectations: Expectations about the consequences of different be-
haviours and the meaning of certain stimuli.

iv. Self-regulatory systems and plans: Individual differences in self-imposed goals,
rules guiding behaviour, self-imposed rewards for success or punishment for
failure and ability to plan and execute steps leading to a goal will lead to dif-
ferences in behaviour. All of the above variables interact with conditions of the
particular situation to determine what an individual will do in that situation.

The social learning theorists also believe in reciprocal behaviour patterns. Situation is
no doubt capable of evoking, maintaining or modifying the behaviour patterns of indi-
viduals. An individual in turn, is able to mould conditions of a situation. Our behaviour
reflects the ‘situations’ of life as well as being influenced by them, the relationship is
reciprocal. By selectively attended to what is happening, we can prevent certain con-
ditions from imposing on us. And by our actions we can partly create the conditions
that imposing, changes in behaviour towards others are usually followed by reciprocal
changes in the behaviour of others.

Evaluation of Social Learning Theory

Social learning theory has made a major contribution to both clinical psychological and
personality theory. It has led us to look more closely at the situation that can be used to
modify behaviour. Careful applications of learning principles has proved very success-
ful in changing maladaptive behaviour.

Social learning theorists have been criticized for over emphasizing the importance of
situational factors in behaviour to the neglect of individual differences. They show little
interest.

An individual is regarded as flexible, malleable and passive victim of external stimuli —
the permanent of environmental fate. Environmental conditions are held to be superior
to human nature.

The Humanistic Approach

The humanistic approach to the study of personality includes number of theories, al-
though different in some respects, share a common emphasis on man’s potential for
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self-direction and freedom of choice. They are concerned with the ‘self’ and the individ-
ual subjective experiences. The theories stress man’s positive nature — his push towards
growth and self-actualizations. Their emphasis is also on the “here and now” rather
than on events in early childhood that may have shaped the individual’s personality.

Carl Rogers and Abraham Maslow are credited with the humanistic theory of personal-
ity. Their views on personality are explained below:

Rogers Self Theory

Rogers approach to personality is described as phenomenological. Phenomenology is
the study of individuals subjective experience, feelings and private concepts as well as
his views of the world and self. For Rogers, behaviour is utterly dependent upon how
one perceives the world — that is, behaviour is the result of immediate events as they
are actually perceived and interpreted by the individual. Such an approach to personal-
ity emphasises the self and its characteristics.

Rogers ideas of human nature grew out of his experiences in working with emotionally
disturbed people. Roger has concluded that the inner most nature of human nature is
essentially purposive, forward moving, constructive, realistic and quite trustworthy.
He regards the person as an active force of energy, oriented towards future goals and
self-directed purpose rather than a created pushed and pulled by forces beyond his
control.

Rogers agrees that people occasionally express all kinds of bitter and antisocial actions,
but he argues that at such times they are not behaving in concert with their inner na-
tures. Thus, people are functioning as fully human beings, when they are free to experi-
ence and to satisfy their inner nature, they show themselves to be positive and rational
creatures who can be trusted to live in harmony with themselves and others. Roger has
profound (almost religious) sense of respect for human nature. He — that human or-
ganism has a natural tendency to move in the direction of differentiation, self-respon-
sibility, co-operation, and maturity. Self-actualization, according to Rogers, is the basic
motivating force representing the inherent tendency of the organism to develop all its
capabilities in ways which serve to maintain or enhance the person.

Maslow’s Self-actualization Theory

Abraham Maslow is regarded as the spiritual father of humanism in American psychol-
ogy. Humanistic psychology of Maslow radically differ from psychoanalytic and learn-
ing or behaviouristic theories. Humanistic psychology of Maslow, on the other hand,
postulates man as self actualiser. By self-accusation, Maslow meant the development of
full individuality, with all parts of personality in harmony.

Maslow’s humanistic psychology is steeped in European existential philosophy and psy-
chology as developed by thinkers and writers as Kierkegard, Camus, Binswanger and Boss.
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Existential philosophy is concerned with man as an individual and each person alone
is responsible for his own existence. Contrary to popular belief, he is never static. He is
always in the process of becoming something different. He tries to use his potentials to
become a useful member of society and to lead a truly authentic and fruitful life. This
drive of a man which is inherent in him, is called selfactualisation. Existential philos-
ophy also stresses human consciousness, subjective feelings and moods and personal
experiences as they relate to one’s existence in the world of other people. This outlook
may be called “here-and-now” perspective. Existentialists and humanist alike empha-
sis subjective experience as the primary phenomenon in the study of human nature.
Both theoretical explanations and over-behaviour are secondary to experience itself
and its meaning to the experiencing person.

Thus, central to the humanistic approach are:
i. Individual is an integrated whole.
ii. Animal research is irrelevant to human behaviour.
iii. Human nature is essentially good.
iv. Man has creative potential.

v. Psychological health of man is more important.

The Shaping of Personality

How personality develops from its infant to grown up stage is an interesting and useful
study. Psychologists have come out with different stages in the development of person-
ality. The most important are discussed below.

Freudian Stages

Sigmund Freud was a pioneering stage theorist. Although the analysis of stages of de-
velopment can be traced as far back as the ancient Greeks, it was Freud who first formu-
lated a meaningful stage theory. He was the first psychologist to believe that childhood
events might have a bearing on adult behaviour and consciousness. Freud theorized
that there are 4 universal stages of psychological development which are decisive for
the formation of personality: oral, anal, phallic and genital. A period of latency, nor-
mally occurring between the ages of 6 or 7 and the onset of puberty was included by
Freud in the overall scheme of development, but strictly speaking it is not a stage. The
first 3 stages of development extend from birth to five years and are called pregenital
stages; since the genital zones of the body have not attained a dominant role in person-
ality formation. The fourth stage coincides with the attainment of puberty. The names
of these stages are based on the regions of the body whose stimulation allows for the
discharge of sexual energy.
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i. The Oral Stage: This stage extends throughout the first year of life. Infants are
totally reliant upon others for survival, dependence is their only way of obtain-
ing instinctual gratification. The mouth is the body zone through which biolog-
ical drives are sought to be reduced. Freud believed that the mouth remains an
important erogenous zone.

ii. The Anal Stage: During the second and third years of life, the focus shifts from
mouth to the anal region.

iii. The Phallic Stage: Age about 4 years. —This is a stage of psychosexual develop-
ment. Adults males fixate at the phallic stage are usually brash vain, boastful
and ambitious while women are found to express traits of flirtatiousness.

iv. The Latency Period: Between the ages of 6 or 7 and the onset of adolescence,
occurs the latency period (the elementary school age) which is very important
for the social development of the child, for acquiring the knowledge and skills
needed to get along in the workday world.

v. The Genital stage: The genital stage occurs during adolescence to adulthood.

Freud believed that in order for people to attain the ideal genital character, they must
relinquish the passivity of early childhood days when love, security, physical comfort
indeed all gratification’s were freely given and nothing was expected in return. They
have to work, postpone gratification, become responsible and above all assume a more
active role in dealing with life’s problems.

Assessment of Freud’s Stages

Credit should be given to Freud, for he was the pioneering stage theorist. He provides
some valuable insights which provoked further study on personality development.
There exists hardly a sphere of modem life which has not been influenced more or less
by Freudian thought - sociology, social welfare, politics, law, the family, education, the
treatment of delinquency and mental illness, medicine, propaganda, advertising, enter-
tainment and even religion. Freud has made our understanding of human personality
both deeper and wider than we chose to dream.

Although the human mind is invisible and intangible, Freud has shown that it’s study
can be carried out with something like scientific precision. Human behaviour indeed
seems unpredictable, swayed by unknown motives, but Freud showed that it is possible
to discern law which governs people’s words, thoughts and feelings and that they do
not behave irrationally as it might seem, but in tune with their own inner dynamics.
His works are considered to be a revolution in our knowledge of human personality for
two reasons: firstly. Because he evolved a new scientific method of studying the human
mind and secondly, because of the application of that method yielded results which
compels us to revise our ideas about the human personality. However, Freud’s high
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reliance on sex to explain stages in personality development has been criticized. The
major disagreement centres on Freud’s choice of words.

Neo-Freud Stages

Among Neo-Freudians, Erik Erikson gave a new dimension to the development of per-
sonality, which he claimed was nothing more than a systematic extension of Freud’s
psychosexual development. Erikson felt that, relatively more attention should be given
to the social rather than the sexual adaptations of individual. He postulated that, the
social problems encountered in the course of development were more important stages
in which the child faces a wider range of human relationships as he grows up. Erikson
asserted that, a psychosocial crisis occurs within each of the stages and that in order
for the person to have a normal, fulfilling personality, each crisis should be optimally
resolved. For Erikson, a crisis is not a catastrophe but a turning point in an individual’s
development. Erikson’s eight stages of psychological development can be enlisted as:

1. Infancy: Birth to one year.
2. Early Childhood: One to three years.

Play age: Four to five years.

3

4. School age: Six to eleven years.

5. Puberty and adolescence: Twelve to twenty years.
6

. Young adulthood: Twenty to twenty four years.
7. Middle adulthood: Twenty five to sixty five years.
8. Late adulthood: Old age.

Assessment of Psychosocial Stages

Eight stages of man, as postulated by Erikson, offer new perspectives about personal-
ity. First, Erikson has formulated a theory in which the roles of society and of persons
themselves are accorded equal emphasis with respect to the development and organi-
zation of personality. Second, Erikson has been sensitive to the age of adolescence, a
period largely ignored in the formation of the person’s psychological and social well-
being. Finally, Erikson has stimulated a sense of optimum by demonstrating that each
stage of psychosocial growth has the potential for both strength and weakness, so that
failure at one stage of development does not necessarily indicate doom at a later stage.

Although Erikson’s theory has gained prominence in both clinical and academic set-
ting, research efforts towards testing it have been sparse. Erikson himself admits that
his own conceptions of personality may not be directly applicable to experimental ver-
ification.
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Cognitive Stages

Jean Piaget, a Swiss psychologists is credited with ‘cognitive’ or ‘conscious’ stages of
personality development. For Piaget it is ‘conscious’ instincts which are important vari-
ables in the development of personality. Being a lover of children, Piaget spent most of
his life observing children in order to understand when and how they developed their
reasoning abilities.

He identified four stages of personality development which are:

i. Sensorimotor: Age 0-2 years: By sensorimotor, Piaget means that the infant
responds to stimuli quite directly with little in the way of complex information
processing.

ii. Pre-operational Stage: During the pre-operational stage, the child learns to sep-
arate himself from the environment and initially classifies objects through the
use of symbols and words.

iii. Concrete Operational Stage: The concrete operational stage is characterized by
an intellectual understanding of the concept of conversation of a mass, irrespec-
tive of its shape.

iv. Formal Operation Stage: In this final stage, reasoning can take place on abstract
as well as concrete levels.

Piaget’s views on personality are valid as much as the cognitive stages do have influ-
ence on organizational behaviour, particularly the formal operational stage in which
most people are active organization members. At this stage, concrete things need not
be manipulated to cause behaviour, as employees are capable of analyzing reasoning,
imagining and evaluating objects. But the problem with the cognitive theory is that it
fails to unravel all dimensions of personality development.

Immaturity to Maturity

Professor Chris Argyris of Harvard has identified specific dimensions of the human
personality as it develops. He proposes that the human, rather than going through dis-
tinct stages, progresses along a continuum from an infant to maturity as an adult. How-
ever, at any stage, people can have their degree of development plotted according to the
seven dimensions as shown below:

Immaturity Characteristics Maturity Characteristic
Passivity Activity

Dependence Independence

Few Ways of Behaving Diverse Behaviour
Shallow interests Deep interests

[43 |
143 |



Understanding Organizational Behavior

Short-time perspective Long-time Perspective
Subordinate position Super ordinate position
Lack of self-awareness Self-Awareness Control

In contrast to the stage theories of Freud and Erikson, the Argyris’s immaturity
maturity model of personality is specifically directed to the study and analysis of
organizational behaviour. Argyris assumes that the personalities of organizational
employees can be generally described by the mature end of the continuum. In or-
der to obtain full expression of employee’s personalities, the formal organization
should allow for activity rather than passivity, independence rather than depen-
dence, long-time rather than short-time perspective, occupation of a position high-
er than that of peers and expression of deep, important abilities. Argyris argues
that, too often the exact opposite occurs. The mature organizational participant
becomes frustrated and anxious and is in conflict with the modern formal organiza-
tion. Argyris sees a basic incongruity between the needs of the mature personality
and the nature of the formal organization.

Determinants of Personality

What determinants go into the development of personality? Of all the complexities and
unanswered questions in the study of human behaviour, this question may be the most
difficult. For the convenience of study, the determinants of personality can be grouped
into five broad categories:

Heredity

The role of heredity in the development of personality is an old argument in personality
theory. Heredity refers to those factors that were determined at conception. Physical
stature, facial attractiveness, energy level, muscle composition and reflexes and bio-
logical rhythms are characteristics that are generally considered to be imported either
completely or substantially by one’s parents. The heredity approach argues that the
ultimate explanation of an individual’s personality is the molecular structure of the
genes, located in the chromosomes which contain thousands of genes, which seem to
be transmitters of traits. The role of heredity on personality development is still an
unsettled area of understanding. The problem is that geneticists face a major obstacle
in gathering information scientifically on the human being. Nevertheless, the role of
heredity on personality development cannot be totally minimized. Physical attributes,
for instance, may be largely attributed to heredity.

The following classification of characteristics is said to be inherited by all humans:

a. Physical Structure (how tall or short one is, whether one has a long or short
nose, large or small feet — briefly, how one is put together).
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b. Reflexes (direct response to stimuli, such as withdrawing from a pin prick,
blinking when something approaches the eye).

c. Innate drives (impulses to act based on physiological tensions; but these must
be linked through learning with activities which will reduce the tensions).

d. Intelligence (the capacity to learn, to modify responses).

e. Temperament (patterned and recurrent responses associated with basic emo-
tional makeup for e.g.- phlegmatic, excitable and or lethargic).

Environment

If all personality characteristics were by heredity, they would be fixed at birth and no
amount of experience could alter them. Personality development owes as much to en-
vironment as it does to heredity. Environment is a broad term and includes such fac-
tors as culture. Culture establishes norms, attitudes and values that are passed along
from one generation to the next and create consistencies overtime. Anthropologists, to
whom culture as a subject belongs, have clearly demonstrated the important role cul-
ture plays in the development of the human personality.

While growing, the child learns to behave in ways expected by the culture of the family
into which the baby was born. Most cultures expect different behaviour from males
than from females.

Every culture has its own subcultures, each with its own views about such qualities as moral
values, standards of cleanliness, style of dress and definitions of success. The cultural sub-
group exerts its influence on personality. All boys are expected to show certain personality
characteristics (as compared with girls), but a poor boy raised in an urban slum is expected
to behave differently in some respects than a well-to-do raised in a middle class suburb.

Although culture has significant influence on personality development, linear relation-
ship cannot be established between personality and the given culture, for 2 reasons:

a. The culture impacts upon an individual are not uniform, because they are trans-
mitted by certain people-parents and others who are not all alike in their values
and practices.

b. The individual has some experiences that are unique. Each individual reacts in
his own way to social pressures, differences in behaviour being caused by bio-
logical factors.

Contribution from the Family

The family has considerable influence on personality development, particularly in the
early stages. The parents play an important part in the identification process which is
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important to an individual’s early development. The process can be examined from
three different perspectives:

a. First, identification can be viewed as the similarity of behaviour (including feel-
ings and attitudes between child and model).

b. Second, identification can be looked upon as the child’s motives or desires to be
like the model.

c. Third, identification can be viewed as the process through which the child actu-
ally takes on the attributes of the model.

The overall home environment created by the parents, in addition to their direct influ-
ence, is critical to personality development. Siblings (brothers and sisters) also con-
tribute to personality. It has been argued that, sibling position is an important psycho-
logical variable because it represents a microcosm of the significant social experience
of adolescence and adulthood. It is argued that those first born are more prone to be
schizophrenic, more susceptible to social pressures and more dependent than those
later-born. The first born are also more likely to experience the world as more orderly,
predictable and rational than later-born children.

Socialization Process

There is greater realization that other relevant persons, groups and organizations ex-
ercise their due role in personality development. This is commonly called the socializa-
tion process. It is especially relevant to organizational behaviour, because the process is
not confined to early childhood, rather taking place throughout one’s life. In particular,
evidence is accumulating that, socialization may be one of the best explanations of why
employees behave the way they do in today’s organizations.

Socializations involves the process by which a person acquires, from the enormously
wide range of behavioural potentialities that are open to him or her, starting at birth,
those behaviour patterns that are customary and acceptable to the standards of, initial’,
the family, and later the social group and the employing organization. Thus, social-
ization starts with the initial contact between mother and her new infant. After infan-
cy, other members of immediate family (father, brothers, sisters and close relatives or
friends) followed by the social group (peers, school friends and members of the work-
ing group) play influential roles.

Situational Considerations

Above determinants discussed are no doubt important to personality, but it must be
recognized that, it is the immediate situation which may predominate finally.

While it seems logical to suppose that, situations will influence an individual’s personali-
ty, aneat classification scheme that would tell us the impact of various types of situations
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has so far eluded us. However. we do know that certain situations are more relevant than
others in influencing personality. What is of taxonomically, wrote Lee Sechrest, is that
situations seem to differ substantially in the constraints they impose on behaviour with
some situations, e.g. church. constraining many behaviours and others, e.g., a picnic
in a public park — constraining relative few. From the above discussion, it is clear that
personality is a complex concept that reflects many influences both within and outside
the individual. Personality progresses through identifiable stages and never really stops
developing. One can, however, examine personality at any point in time within its devel-
opmental sequence in order to compare and contrast individual personalities.

Personality Traits

A trait is understood as a predisposition to respond in an equivalent manner to various
kinds of stimuli. Traits, in effect, are psychological entities that render many stimuli
as well as many responses equivalent. Many stimuli may evoke the same response, or
many responses (perceptions, interpretations, feelings, actions) have the same func-
tional meaning in terms of the traits. Various attempts have been made to isolate traits,
but the efforts have been hindered because there are so many of them. However, it is
virtually impossible to predict behaviour when such a large number of traits requires
to be considered. As a result, attention has been directed towards reducing these thou-
sands to a manageable number to ascertain the source of primary traits.

One researcher identified 171 surface traits but concluded that they were superficial and
lacking descriptive power. What he sought was a reduced set of traits that would iden-
tify underlying patterns. The result was the identification of sixteen personality factors,
which he called source or primary traits that are basic underlying causes of surface traits.

1. Reserved Vs | Outgoing

2. Less intelligent Vs | More intelligent
3. Affected by feelings Vs | Emotionally more stable
4. Submissive Vs | Dominant

5. Serious Vs | Happy-go-lucky
6. Expedient Vs | Conscientious
7. Timid Vs | Venturesome

8. Tough-minded Vs | Sensitive

9. Trusting Vs | Suspicious

10. Practical Vs | Imaginative

11. Fortright Vs | Shrewd

12. Self-assumed Vs | Apprehensive
13. Conservative Vs | Experimenting
14. Group dependent Vs | Self-dependent
15. Uncontrolled Vs | Controlled

16. Relaxed Tense

Vs
[27 1
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These sixteen traits have been found to be generally steady and constant sources of
behaviour, subject, of course, to the influence of particular situations.

The Myers - Briggs Framework

This is a popular questionnaire with 100 items and is widely used to understand per-
sonalities in organizations. Based on the classical work of Carl Jung, the Myers —
Briggs Type Indicator (MBTI) asks people how they usually feel or act in particular
situations. Based on the answers received, people are differentiated in terms of four
general dimensions: sensing. intuiting, judging and perceiving. Highest and lower po-
sitions in each of the dimensions are used to classify people into sixteen different
categories.

The MBTI is a popular instrument used to assess personality types. It is widely used in
selection process. As many as two million people are reported to be taking it each year
in the U.S. Research suggest that the MBTI is a very useful method for determining
communication styles and interaction preferences. In terms of personality attributes,
however, doubts exist about the validity and the stability of the instrument.

The Big Five Model

Stability and validity of the MBTI may be in doubt, but the same cannot be said for the
five-factor model of personality — popularly called the “Big Five”.

Agreeableness
High < > Low
Conscientiousness
High < >Low
Emotional Stability
High < >Low
Extroversion
High < >Low
Openness
High Low

Agreeableness refers to a person’s ability to get along with others. High agreeable peo-
ple value harmony more than they value having their say or their way. They are coop-
erative and trusting others. People who low on agreeableness focus more on their own
needs than the needs of are others.

Conscientiousness refers to the number of goals on which a person focuses. A high
conscientiousness person focuses on relatively few goals at one time. He or she is
likely to be organised; Systematic, careful, thorough, responsible, self-disciplined,
and achievement-oriented. A person with low conscientious tends to focus on a more
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number of goals at one time. Consequently, the individual is more disorganized,
careless and irresponsible, as well as less thorough and self-disciplined. Emotional
stability focuses on an individual’s ability to cope up the stress. The individual with
positive emotional stability tends to be calm, enthusiastic and secure. He or she with
negative score tends to be nervous, depressed and insecure. Extroversion reflects a
person’s comfort level with relationships. Extroverts are sociable, talkative, assertive
and open to establishing new relationships. Introverts are less sociable, less talkative,
less assertive and more reluctant to begin new relationships. Openness addresses
one’s range of interests. Extremely open people are fascinated by novelty and innova-
tion. They are willing to listen to new ideas and to change their own ideas, beliefs and
attitudes in response to new information. On the other hand, people with low levels
of openness tend to be less respective to new ideas and less willing to change their
minds. They also tend to have fewer and narrow interests and to be less curious and
creative.

The “Big Five” framework continues to attract the attention of both researchers and
managers. The potential value of this framework lies in the fact that it encompasses
an integrated set of traits that appear to be valid predictions of certain behaviour in
certain situations. However, the “Big Five” model is primarily based on research con-
ducted in the U.S. Its generalibility to other cultures, therefore, presents unanswered
questions.

Major Traits Influencing Organizational Behaviour

There are many different personality traits, but some of the more important ones for
organizational behaviour are authoritarianism, locus of control, machiavellianism, in-
troversion-extroversion, achievement orientation, self- esteem, risk taking, self-moni-
toring and type A personality.

Authoritarianism

Itis a concept developed by the psychologist Adorn during World War II to measure
susceptibility to autocratic, fascistic or antidemocratic appeals. Since that time, the
concept has been extended to the authoritarianism personality, a generic term used
to describe an individual who has a strong belief in the legitimacy of established
mechanisms of formal authority, views obedience to authority as necessary, exhib-
its a negative philosophy of people, adheres to conventional and traditional value
systems, is intellectually rigid and opposes the use of subjective feelings. Author-
itarians also tend to be rigid in their positions, place high moral value on their
beliefs and are strongly oriented towards conformity to rules and regulations. They
naturally prefer stable and structured work environments which are governed by
clean rules and procedures. Similarly, authoritarians are likely to prefer autocratic
or directive leadership and would exhibit high respect for individuals in positions
of authority
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Locus of Control

It refers to an individual’s belief that events are either within one’s control (internal
locus of control) or are determined by forces beyond one’s control (external locus of
control). These personality traits are manifested in different behaviour which are sig-
nificant to manager. It has been proved that externals (those who believe that events
are determined by external forces) are less satisfied with their jobs, have higher absen-
teeism rates, more alienated from work setting and are less involved on their jobs than
internals (those who believe that events are within one’s control). Internals typically
have more control over their own behaviour, are more active in seeking information to
make decisions, and are more active socially than externals.

Machiavellianism

It refers to an individual propensity to manipulate people. Machiavellians would be
prone to participate in organizational politics. They are also adept at interperson-
al game playing, power tactics and identifying influence system in organizations. Do
the Machiavellians make good employees? The answer depends on the type of job and
whether one considers ethical considerations in evaluating performance. In jobs that
require bargaining skills (such as labour negotiation) or where there are substantial
rewards for winning (commissioned sales), Machiavellians perform better.

Introversion and Extroversion

These are the most common descriptions of personality traits. These terms are normal-
ly associated with an individual’s sociability and interpersonal orientation. Extroverts
are gregarious and sociable individuals while introverts are shy, quiet and retiring. It is
generally established that, introverts and extroverts have significantly different career
orientations and require different organizational environments to maximize perfor-
mance. Extroverts are more suitable for positions that require considerable interaction
with others, whereas introverts are more inclined to excel at tasks that require thought
and analytical skills. Not surprisingly, managerial positions are dominated by extro-
verts, thus suggesting that, this managerial trait is a factor in managerial success.

Achievement Orientation

It is yet another personality character which varies among people and which can be
used to predict certain behaviours. Employees with a high need to achieve, continually
strive to do things better. They want to overcome obstacles, but they want to feel that
their success or failure is due to their own actions (read internals). This means that
they like tasks of moderate difficulty. An easy task shall not evoke challenges and is,
therefore, not liked by high achievers. Similarly, a task with high risk is not linked by
these people as the failure rates are more. Given the high achievers propensity for tasks
where the outcome can be directly attributed to his or her efforts, the high achiever
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looks for challenges having approximately a 50-50 chance of success on the job, high
achievers will perform better where there is moderate difficulty, rapid performance
feedback and direct relationship between effort and reward. This means that the high
achievers tend to do better in sales, sports or in management.

Self-esteem

It refers to feeling of like or dislike of one-self. This trait, naturally, varies from person
to person. Self- esteem is directly related to desire for success. People with high self-es-
teem believe that they have abilities to undertake challenging jobs. They tend to choose
unconventional jobs than those with lower self-esteem. People with low self-esteem are
more susceptible to external influence than are those with high esteem. Low esteems
are dependent on the receipt of positive evaluation from others. As a result, they are
more likely to seek approval from others and more prone to conform to the beliefs
and behaviours of those they respect than high esteems. In managerial positions, low
esteems will tend to be concerned with pleasing others, and therefore less likely to
take unpopular stands than high esteems. Self-esteem is also related to job satisfaction.
High esteems are more satisfied with their jobs than the low esteems.

Risk-taking

People differ in their willingness to take chances. Their propensity to assume or avoid
risk has been shown to have an impact on how long it takes managers to make a deci-
sion and how much information they require before making their choice. For instance,
79 managers worked on simulated personnel exercise that required them to make de-
cisions. High-risk-taking managers made more rapid decisions and used less infor-
mation in making their choices than did low-risk- taking managers. Interestingly, the
decision accuracy was the same for both groups.

While it is generally correct to conclude that managers in organizations are risk aver-
sive, there are still individual differences on this dimension. As a result, it makes sense
to recognise these differences and even to consider aligning risktaking propensity with
specific job demands. For instance, a high-risk-taking propensity may lead to more
effective performance for a stock trader in a brokerage firm. This type of job, demands
rapid decision-making. On the other hand, this personality characteristics might prove
a major obstacle to accountants performing auditing activities. This Iatter job might be
better filled by someone with a low-risk taking propensity.

Self-monitoring

It refers to an individual’s ability to adjust his or her behaviour to external factors.
Individuals high in self-monitoring can show considerable adaptability in adjusting
their behaviour to external, situational factors. They are highly sensitive to external
cues and can behave differently in different situations. High self-monitors are capable
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of presenting striking contradictions between their public, personal and their private
selves. Low self- monitors cannot deviate their behaviour. They tend to display their
true dispositions and attitude in every situation, hence there is high behavioural con-
sistency between who they are and what they do. The high self-monitors tend to pay
closer attention to the behaviour of others and are more capable of conforming than
are low self-monitors. We might also hypotheses that high self-monitors will be more
successful in managerial positions where individuals are required to play multiple and
even contradicting roles. The high self-monitor is capable of putting on different “fac-
es” for different audiences.

Type of Personality

Finally, there is type ‘A’ personality and type ‘B’ personality. Type A personality typifies
a person who is always in a hurry, is extremely competitive and is often hostile and
irritable. Opposite is Type B personality who is relaxed, incompetent and easy going.
How do the two perform in organizations? Type A’s are no doubt highly competitive
and hardworking. But it is the Type ‘B’ who climbs up to the top of organization. Type
A’s will make most successful sales people and senior executive yes are usually Type
B’s. Why this paradoxes? Answer lies in the tendency of Type A’s to trade off quality of
effort for quantity. Executive positions usually go to those who are patient rather than
to those who are merely hasty, to those who are tactful rather than to those who are
hostile and to those who are creative rather than to who are merely agile in competitive
strife.

Personality and Organizational Behaviour

Personality is an important determinant of employee behaviour. If an employee likes
monotonous or boring work; if he steadfastly refuses additional responsibilities in the
form of promotion; if a supervisor fails to reprimand an unruly subordinate; or if a
middle level manager tries to climb over you the ladder to reach the top of an organi-
zation callously ignoring ethical considerations; the explanation for such behaviour in
each case depends on the individual personality, which predisposes an individual to
certain behavioural patterns. Thoughtful application of personality concepts, through
subjective, helps us understand unique beings and groups with similar personality
characteristics.

Personality is the focal point determining motivation. It is impossible to give a full
and comprehensive account of executive behaviour without raising questions of why
they behave as they do. For e.g., why do effective executives spend so much time on
personnel matters? Why don’t they concentrate their efforts on production? When we
ask such questions regarding executive behaviour, we are trying to explore questions
of motivation. Motivation is concerned with the study of the direction and persistence
of action. Personality is the organism centre around which people’s motives form a
unified and integrated system.
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Personality characteristics into centrifugation of individuals to occupy various posi-
tions in an organization. The traits required for a successful sales manager are different
from those required for an executive in charge of production.

The concept of personality is not be understood in an organizational context only. The
need for understanding human characteristics, in general is more significant than com-
prehending personality in the context of organizations.

Despite serious attempts, experts have not been able to comprehend the real nature of
personality. Of all the problems that have confronted human beings since the begin-
ning of recorded history, perhaps the most significant has been the riddle of their own
nature. Attempts to answer ‘what is man?’ are countless, a great many avenues have
been explored with an enormous variety of concepts being employed along the way.
Astrology, philosophy and the life sciences are but a few of the many directions that the
quest to understand human nature has taken. At this point in history, some of these
avenues have been proved to dead ends, while other are just beginning to flourish. And
today the problem is more pressing than ever, since most of the world’s ills, for exam-
ple: overpopulation, war, pollution, prejudice are brought about by the behaviour of
people. So it may not be overstating the case to say that the quality of human life in the
future, indeed our own survival, may well depend upon an increased understanding of
human nature.

Attitudes

Attitude is important variable in human behaviour.

Nature

The salient features which contribute to the meaning of attitudes are:
« Attitudes refer to feelings and beliefs of individuals or groups of individuals.
« The feelings and beliefs are directed towards other people, objects or ideas.
« Attitudes tend to result in behaviour or action.

« Attitude can fall anywhere along a continuum from very favourable to very un-
favourable.

o Attitudes endure.

« All people, irrespective of their status or intelligence, hold attitudes. Some of
the definitions of attitude are as below:

a. “The word attitude describes a persistent tendency to feel and behave in a
particular way towards some object”.
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b. “Attitudes are evaluative statements either favourable or unfavourable con-
cerning objects, people or events. They reflect how one feels about something”.

c. “Attitudes are learned predispositions towards aspects of our environment.
They may be positively or negatively directed towards certain people, ser-
vice or institutions”.

Individuals acquire attitudes from several sources, but the point to be stressed is that
the attitudes are acquired, but not inherited.

The most important sources of acquiring attitudes are:

Direct Experience with the Object

Attitudes can develop from a personally rewarding or punishing experience with an
object. Employees form attitudes about jobs on their previous experiences. For e.g. if
everyone who has held a job has been promoted within six months, current job holders
are likely to believe that they will also be promoted within six months. Attitude formed
on experience are difficult to change.

Classical Conditioning and Attitude

One of the basic processes underlying attitude formation can be explained on the ba-
sis of learning principles. People develop associations between various objects and the
emotional reactions that accompany them. For e.g., many soldiers who were stationed
in the Persian Gulf during the war with Iraq reported that, they never wanted to sit
on a sandy beach again. This is the soldiers formed negative attitudes towards sand.
Similarly, positive associations can develop through classical conditioning. Advertisers
make use of the principles of classical conditioning of attitudes by attempting to link a
product they want consumers to buy with a positive feeling or event.

Operant Conditioning and Attitude Acquisition

Another learning process, operant conditioning, also underlies attitude acquisition.
Attitudes that are reinforced, either verbally or non-verbally, tend to be maintained.
Conversely, a person who states an attitude that elicits ridicule from others may modify
or abandon the attitude. But it is not only direct reinforcement or punishment that can
influence attitudes.

Vicarious Learning

In which a person learns something through the observance of others, can also ac-
count for attitude development — particularly when the individual has no direct expe-
rience with the object about which the attitude is held. It is through vicariously learning
processes that children pick up the prejudice of their parents.
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We also learn attitudes vicariously through television, films and other media.

Family and Peer Groups

A person may learn attitudes through imitation of parents. If parents have positive atti-
tude towards an object and the child admires his parents, he is likely to adopt a similar
attitude, even without being told about the object and even without having direct expe-
rience. Attitudes towards the opposite sex, religion, tolerance or prejudice, education,
occupations and almost all other areas where attitudes are capable of expression are
the result of our accepting or rejecting the attitudes held by members of our family.
Similarly, attitudes are acquired from peer groups in colleges and organizations.

Neighbourhood

The neighborhoods we live has a certain structure in terms of its having cultural facili-
ties, religious groupings and possibly ethnic differences. Further, it has people who are
neighbours. Neighbouring — adults or children- tolerate, condone, or deny certain atti-
tudes and behaviour and as a result we are either Northerners or Southerners. Further,
we accept these moves and conform, or we deny them and possibly rebel. The confor-
mity or rebellion in some respects is the evidence of the attitudes we hold.

Economic Status and Occupations

Our economic and occupational positions also contribute to attitude formation. They
determine, in part, our attitudes towards unions and management and our belief that
certain laws are “good” or “bad”. Our socio-economic background influences our pres-
ent and future attitudes.

Mass Communication

All varieties of mass communications — televisions, radio, newspaper and magazines feed
their audiences large quantities of information. The presentation of news or information is
constructed so as to cater to the attitude of the audience. In turn, the audience selects the
specific form of mass communication that best reflects its attitudes on various subjects.
The material we select helps us either to substantiate our opinions or to establish new ones.

Types of Attitudes

Individuals possess hundreds of attitudes. But in organizational behaviour, we are con-
cerned with work related attitudes which are mainly three:

1. Job Satisfaction: Job satisfaction refers to one’s feeling towards one’s job. An in-
dividual having satisfaction is said to posses positive attitude towards the job.
Conversely, a dissatisfied person will have negative attitude towards his orher job.
When people speak of employee attitudes they invariably refer to job satisfaction.
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In fact, the two terms are used interchangeably, though subtle difference does
exist between the two.

Job Involvement: Job involvement refers to the degree with which an individual
identifies psychologically with his or her job and perceives his or her perceived
performance level important to self-worth. High degree of job involvement re-
sults in fewer absence and lower resignation rates.

Organizational Commitment: The last job attitude refers to organizational com-
mitment. It is understood as one’s identification with his or her organization
and feels proud of being its employee. Job involvement refers to one’s attach-
ment to a job whereas organizational commitment implies an employee’s iden-
tification with a particular organization and its goals. Needless to say, it is to
state that, an individual may be attached to his or her job but may be indifferent
to the organization and its objectives. Turnover and absenteeism are low when
employees have organizational commitment.

Functions of Attitude

Why do we hold on to certain attitudes towards individuals or objects? It is because
these attitudes help us respond to the individuals or objects in a meaningful way. Atti-
tudes serve four important functions:

1.

Utilitarian: An attitude may develop because either the attitude or the object
of the attitude is instrumental in helping one to obtain rewards or avoid pun-
ishments. In some cases the attitude is a means to an end. A worker finds that
when he expresses a negative attitude towards his boss, his co-workers pay at-
tention to and sympathies with him, but when he expresses a positive attitude,
he is ignored or chastened. The negative attitude is instrumental in obtaining
rewards (acceptance) and avoiding punishment (reflection). In another case,
the object is a means to an end, and the attitude develops from association of
the object and its outcome.

For Example: A car salesman may develop favourable attitudes towards
blue-collar workers, to whom he can easily sell, and a negative attitude towards
doctors, who he finds always searching for a bargain and difficult to sell to. He
associates success and profit with blue collar workers and failure and difficulty
with doctors and thus he develops appropriate attitudes towards those objects
through association.

Ego-defence: People often form and maintain certain attitudes to protect their
own self-images. For e.g., workers may feel threatened by the employment or
advancement of minority or female workers in their organization. These threat-
ened workers may develop prejudices against the new workers. They may devel-
op an attitude that such newcomers are less qualified, and they might mistreat
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these workers. Such an ego defensive attitude is formed and used to cope with a
feeling of guilt or threat. Unless this feeling is removed, this kind of attitude will
remain unchanged.

3. Value Expressive: Our attitude reflects our value systems. And our value ex-
pressive attitudes are closely related to our self- concept. One whose central
value is freedom, the individual may express very positive attitudes towards
decentralization of authority in the organization, flexible work schedules and
relaxation of dress standards.

4. Knowledge: Attitude is often substituted for knowledge. In the absence of
knowledge, we use our attitude to organise and make sense out of the perceived
object or person. For e.g., people who are not familiar with nuclear energy may
develop an attitude that it is dangerous and should not be used as an energy
source. Stereotyping is another example. In the absence of knowledge about a
person, we may use a stereotyped attitude for judging the person.

Why should managers know about these attitude functions? Such knowledge can serve
two purposes. First, it helps us understand and predict how a certain person is likely to
behave. For e.g., if a person is “prejudiced” against another, he is less likely to be fair
in judging the other person. Moreover, this knowledge helps the manager see why the
person has developed such an attitude. Second, it can help the manager change the
attitude of another person. He can do this by changing the conditions that sustain the
attitude. For e.g. he can change people with low self-images by helping them increase
their ability to solve their problems, or by providing them with positive feedback on
what they accomplish.

Changing Attitude

Attitudes of employees can be changed and it is in the best interest of the organization
to try for the change. But change is difficult as there are barriers to it.

Barriers to Change

One obstacle to the change of attitude is the attitude theory of balance and consisten-
cy. That is, human beings prefer their attitudes about people ad things to be in line
(i.e. balanced, consistent) with their behaviours towards each other and objects. When
attitudes or behaviours are not consistent, people usually seek to reduce the inconsis-
tency rewarding internally. Leon Festinger has developed a theory in support of atti-
tude consistency called cognitive dissonance. Festinger’s theory states that dissonance
makes an individual feel uncomfortable. This feeling makes the individual try to reduce
dissonance.

Cognitive dissonance also occurs when a person behaves in a fashion that is in-
consistent with his or her attitudes. For e.g., a person may realize that smoking
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and overeating are dangerous, yet continue to do both. Because the attitudes and
behaviour are not consistent with each other, the person probably will experience
a certain amount of tension and discomfort and may engage in dissonance reduc-
tion, seeking ways to reduce the dissonance and tension it causes. The dissonance
associated with smoking might be resolved by rationalizing. In general, the person
attempts to change the attitude, alter the behaviour or perceptually distort the cir-
cumstances to reduce tension and discomfort. In the organizational setting, cogni-
tive dissonance occurs when an employee desires to leave the present job as there
is no use in continuing and working hard. The individual may rationalize his or her
stay with such explanations as, “organization is not bad after all” or “what is the
alternative?”

The Second Barrier

The second barrier to change of attitude is prior commitments. This occurs when peo-
ple feel a commitment to a particular course of action and are unwilling to change.

The Third Barrier

The third barrier results from insufficient information. Sometimes people see no rea-
son why they should change their attitudes. The boss may not like a subordinate’s neg-
ative attitude, but the latter may be quite pleased with his behaviour. Unless the boss
can show the individual why a negative attitude is detrimental to career progress or
salary increases or some other personal objective, the subordinate may continue to
have negative attitude.

Ways of Changing
A few important ways of changing attitudes have been described below:

1. Providing new information: New information will help change attitudes. Neg-
ative attitudes are mainly formed owing to lack of or insufficient information.
Workers generally become pro-union because of the ignorance about the good
intentions of the management. Once they come to know how the management
cares for the welfare of the workers, they change their attitude and might turn
pro-management.

2. Use of Fear: Fear can change attitude. However, the change depends on the
degree of fear. For e.g., if low levels of fear arouses are used, people often ignore
them. The warnings are not strong enough to warrant attention. If moderate
levels of fear arousals are used, people often become aware of situation and will
change their attitudes. However, if high degrees of fear arousal are used, people
often reject the message, because it is too threatening and thus not believable.
On the contrary, high degrees of fear may prove counter productive. On being
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threatened too far, people tend to become stubborn in their attitudes and may
refuse to change.

3. Influence of friends or peers: Change of attitude can come about through per-
suasion of friends or peers. Credibility of the others, specially peers, is import-
ant to effect change. Peers with high creditability shall exercise significant influ-
ence on change. The same is not true with peers who have low creditabilities.

4. The co-opting approach: Co-opting is another way of changing attitude. This
means taking people who are dissatisfied with a situation and getting them in-
volved in improving things.

5. Others: Research has shown that an individual is more likely to change a pri-
vately held attitude than one he has stated publicly. It is, therefore, necessary
that a situation is avoided where the individual makes his attitude public prior
to the change attempt.

The individual from a culturally deprived environment who holds an array of hostile at-
titudes, may change when he is given opportunities for education. A person from priv-
ileged subculture, who has always held to a democratic attitude, may become negative
towards some group because of one unfortunate experience. Again, through continued
association with others holding similar attitudes, one can be influenced in a positive or
negative direction. Here the attitudes of both the reference group and the social climate
are important.

Types of Change

Attitude change may be classified into congruent and incongruent change. Congruent
change in attitude involves a movement in the same direction but with reduced intensity
of feeling. For e.g., a negative or positive attitude of a boss towards his subordinate will
persist, but the degree of like or dislike is reduced. Incongruent change involves change of
direction itself from positive (or negative) attitude towards a person to negative (or pos-
itive) attitude towards the same person. This change is observable in behavioural terms
such as change in retail store purchases, resigning from an organization or joining one.

Attitude and OB

Employee attitudes are important to management because of their influence on be-
haviour, attitudinal influences or perception, job-satisfaction, job-involvement, and
organizational commitment.

Attitudinal Influences on Behaviour

Attitudes affect employee behaviour. However, a direct relationship between attitudes
and actions is not agreeable to some, since attitude does not lead to any specific action.
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For e.g., a manager may dislike certain people in minority groups, but he may never-
theless treat them fairly and pleasantly in his office. This inconsistency occurs because
the manager does not allow his attitude to interfere with his professional judgement.
However, these attitudes may manifest themselves in other behaviour. For e.g., the
manager may treat the minority workers fairly on the job but not invite them to his
son’s or daughter’s marriage.

Although the influence of attitudes on behaviour is not clearly discernible, two theories,
i.e. cognitive dissonance and self-fulfilling prophecy, helps us understand the direction
of attitudinal influences.

Cognitive dissonance will be more intense when any of the following conditions exist:
« The decision is an important one psychologically or financially.
« There are a number of foregone alternatives.

« The foregone alternatives have many positive features. Typically an individual
will try to minimize the dissonance by using any of the four methods.

The methods are:
e The individual seeks information that confirms the wisdom of the decision.

« The individual selectively perceives (distorts) information in a way that sup-
ports the decision.

« The person adopts a less favourable attitude towards the foregone alternatives.

« The person down plays the importance of any negative aspects of the choice and
magnifies the positive elements.

The self-fulfilling prophecy is the process by which we try to convert our attitudes, be-
liefs and expectations into reality. If we predict that something is going to happen, we
will try very hard to make it happen. For e.g., if we feel that we are competent, we will
undertake challenging tasks.

Consequently, we gain experience and skills that make us more competent, so that we
accomplish even more. However, if we have a negative attitude towards ourselves, we
will not provide ourselves with the chance to become competent.

Attitudinal Influence on Perception

Perceptual outcomes are derived from past experiences and perceptions, but they also
influence the way we perceive stimuli such sayings as “Beauty is altogether in the eye
of the beholder” and “one person’s trash is another person’s treasure” emphasise the
importance of attitudes in perceiving the world around us. If our attitudes are positive,
things will look brighter to us than if they are negative.
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Job Satisfaction

Employee attitudes are important to monitor, understand and manage. They develop
as a consequences of the feelings of equality or inequality in the reward system as well
as from supervisory treatment. Managers are particularly concerned with three types
of attitudes, namely job satisfaction, job involvement and organizational commitment.

Although many of the factors contributing to job satisfaction are under the control of
managers, it is also true that people do differ in their personal dispositions as they enter
organizations. Some people are optimistic, upbeat, cheerful and courteous. They are
said to have positive affectivity. Others are generally pessimistic, downbeat, irritable
and even abrasive. They are said to have negative affectivity. Appears that people are
predisposed to be satisfied or dissatisfied. But it is important to explore the nature and
effect of job satisfaction.

Elements of Job Satisfaction

Job satisfaction is a set of favourable or non-favourable feelings and emotions with
which employees view their work. Job satisfaction is an affective attitude. Job satisfac-
tion refers to the attitude of an individual single employee. The general term used to
describe overall group satisfaction is MORALE. Group morale is important to monitor
since individuals often take their social cues from their work associates and adapt their
attitudes to conform to those of the group.

Job satisfaction studies focus on various parts that are believed to be important, since
job-related attitudes predispose an employee to behave in certain ways. Important ele-
ments of job satisfaction include pay, one’s supervisor, the nature of tasks performed, a
employers co-worker’s or team and the immediate working conditions. Managers should
not allow an employee’s high satisfaction on one element to offset high dissatisfaction
on another by arithmetically bonding both feelings into an average rating. The attention
should be divided between elements that are related to job content (i.e. nature of job)
and those which are part of the job-context. (supervisor, co-workers and organization).

Like attitudes, job satisfaction or dissatisfaction emerges over a long period of time, but
job satisfaction is dynamic. Manager must pay attention to employee attitudes week
after week, month after month, year after year since the stability in job satisfaction
varies in level.

Job satisfaction is one part of life satisfaction. So, it is said that there is a spill-over
effect that occurs in both directions between job and life satisfaction. Therefore, man-
agers need to monitor not only job and immediate work environment but also their
employee’s attitudes towards other parts of life.

The level of job satisfaction across groups is not constant, but is related to number of
variables. The key variables revolve around age, occupational level and organizational
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size. The level of job satisfaction are higher in smaller organization units. Larger orga-
nizations tend to overwhelm with people, disrupt supportive processes and limit the
amounts of personal closeness, friendship, and small group team work that are import-
ant aspects of job satisfaction for many.

Job Involvement

Two other distinct but related, employee attitudes are important to many employers in
addition to job satisfaction. Job involvement is the degree to which employees immerse
themselves in their job, invest time and energy in them and view work as a central part
of their overall lives. Job-involved employees are likely to believe in the work, to exhibit
high growth needs, and to enjoy participation in decision making. As a result, they are
willing to work long hours and they will attempt to be high performers.

Organizational Commitment

Organizational commitment or employee loyalty, is the degree to which an employee iden-
tifies with the organization and wants to continue actively participating in it. It is a measure
of the employee’s willingness to remain with a firm in the future. It reflects the employee’s
belief in the mission and goals of the firm, willingness to expend effort in their accomplish-
ment and intentions to continue working here. Commitment is usually stronger among
longer term employees. Organizationally committed employees will usually have good at-
tendance records, demonstrate a willing abstinance to company policies, lower turnover
rates. A comprehensive approach to OB suggests that a manager should consider ways in
which the work environment can help produce all three key employee attitudes — job sat-
isfaction, job involvement and organizational commitment. Higher job involvement tends
to higher levels of dedication and productivity in workers. High performance and equitable
rewards encourage high satisfaction through a performance-satisfaction-effort loop. High-
er job satisfaction usually is associated with lower turnover and fewer absence. Committed
employees are also more likely to embrace company values and its culture.

Values

Value is generally used in two different ways: as a characteristic of an object or as an
attribute possessed by an individual and thought desirable. The focus here is on the
latter.

A value is defined as a “concept of the desirable, an internalizes criterion of standard
of evaluation a person possesses. Such concepts and standards are relatively few and
determined or guide an individual’s evaluation of the many objects encountered in ev-
eryday life”.

Values are tinged with moral flavor, involving an individual’s judgement of what is
right, good or desirable. Thus, values provide standards of competence and morality.
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» Are fewer in number than attitudes.
« Transcend specific objects, situations or persons.
» Arerelatively permanent and resistant to change.

« Are most central to the core of a person.

Values and Attitudes

There are differences between values and attitudes. Attitudes essentially represent
predisposition’s to respond. Values focus on the judgement of what ought to be. This
judgement can represent the specific manifestation of a determining tendency below
the surface of the behaviour. Attitudes represent several beliefs focussed on a specific
object or situation. Value, on the other hand, represents a single belief that transcen-
dently guides actions and judgements across objects and situations. Finally, a value
stands in relation to some social or cultural standards or norms while attitudes are
mostly personal experiences.

There are similarity between values and attitudes. Both are powerful instruments influ-
encing cognitive process and behaviour of people both are learned and acquired from
the same sources — experience with people and objects. Values and attitudes are rel-
atively permanent and are resistant to change. Finally, values and attitudes influence
each other and are, more often than not, used interchangeably.

Types of Values

In extensive research conducted during the last 2 decades, Milton Rokeach has identi-
fied 2 basic types of values- terminal and instrumental. A terminal value is an ultimate
goal in a desired status or outcome. An instrumental value, on the other hand, is a tool
or means for acquiring a terminal value. For e.g., a person may desire and strive to
achieve happiness, a terminal value by being ambitious, independent and responsible
(instrumental values).

Some of the terminal values are - Equality, Freedom, Family Security, Happiness, Na-
tional security. Some of the Instrumental values are — Ambitious, Broad-minded, Ca-
pable, Cheerful, Honest.

The different values an individual has, both terminal and instrumental, combine to
create an enduring cluster of values, a value system. Our values and value system then
are primary determinants of who and what we are as individual.

Another way of categorizing values is given below:

Theoretical — Interest in the discovery of truth through reasoning and systematic
thinking.
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Economics - Interest useful and practicality, including the accumulation of
wealth.

Aesthetic - Interest in beauty, form and artistic harmony.
Social - Interest in people and love as a relationship.
Political - Interest in gaining power and influencing people.

Religious - Interest in unity and understanding the cosmos as a whole.

Formation of Values

Values are learned and acquired primarily through experience with people, institution.
Parents, for e.g., will have substantial influence on the values of their children values.
Parents relation to everyday events demonstrates what is good and bad, acceptable and
unacceptable, and important and unimportant values are also taught and reinforced
interest in schools, religious organization, and social groups. As we grow and develop,
each source of influence contributes to our definition of what is important in life.

Cultural moves have influence on the formation of values. Basic conviction of what is
good or bad are derived from one’s satisfaction about own culture.

Values and OB

An understanding of values is useful to a manager interest following ways:

Values are important to the study of OB because they lay the foundation for the
understanding of attitudes and motivation as well as influencing our percep-
tion. Individual enter an organization with preconceived notion of what “ought”
and what “ought not” to be. Of course, these notions are not value free. On the
contrary they contain interpretation of right and wrong. Further, they imply
that certain behaviours or outcomes are preferred over others. As a result, it
clouds objectivity and rationality.

Values generally influence attitudes and behaviour. Suppose an individual en-
ters an organization with the view that allocating pay on the basis of perfor-
mance is right, whereas allocating pay on the basis of seniority is wrong or in-
ferior. He is likely to get disappointed if the organization rewards seniority and
merit, disappointment is likely to lead to dissatisfaction and decline interest
performance. His attitude and behaviour would be different if his values are
aligned with the organization‘s pay policies.

The challenge and relationship-examination of established work values con-
stitute of the cornerstones of the current management revolution all over the
world. Hence, an understanding of values becomes a necessity.
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Values differ across culture What is permissible in the U.S may be simple con-
sidreation. Strangely, majority of the principles and concepts of OB have been
developed by American, using American subjects within domestic context. A
study of more than 11000 articles published in 24 management and OB journals
over a ten-year period reveals that, approximately 80% of studies have been
done in the U.S and have been conducted by Americans. This implies that OB
specialists should remember that, no theories and principles are universally ap-
plicable to managing people around the world. They should take into consid-
eration cultural values when trying to understand the behaviours of people’s
interest different in countries.

Job Satisfaction

It is useful to highlight the important aspects of job satisfaction. The important dimen-
sions to Job satisfaction are:

Job satisfaction refers to one’s feeling towards one’s job. It can only be inferred
but not seen.

Job satisfaction is often determined by how well outcomes meet or exceed ex-
pectations. Satisfaction with one’s job means increased commitment in the
full-fillment of formal requirements. There is greater willingness to invest per-
sonal energy and time into job performance.

The terms job satisfaction and job attitudes are typically used interchangeably.
Both refer to effective orientation on the part of individuals towards their work
and roles which they are presently occupying. Positive attitudes towards the job
are conceptually equivalent to job satisfaction and negative attitudes towards
the job dissatisfaction.

Though the terms job satisfaction and attitudes are used interchangeably, there are dif-
ferences between the two. Job satisfaction, on the other hand, relates to performance
factor. Attitudes reflect ones feeling towards individuals, organizations and objects.
But satisfaction refers to one’s attitude to a job. Job satisfaction is therefore, a specific
subset of attitudes. Attitudes endue generally, but job satisfaction is dynamic, it can
decline ever more quickly than developed. Managers, therefore, cannot establish the
conditions leading to high satisfaction as now and then employee needs may change.
Managers need to pay attention to job satisfaction constantly.

Some of the few definitions of job satisfaction:

a.

Job satisfaction is defined as a “pleasurable or positive emotional state resulting
from the appraisal of one’s job or job experience”.

Job satisfaction is a set of favourable or unfavourable feeling with which em-
ployees view their work.
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c. Job satisfaction will be defined as the amount of overall positive affect (or feel-
ing) that individual have towards their jobs.

Consequences of Satisfaction

High job satisfaction may lead to improved productivity, increased turnover, improved
attendance, less job stress and lower unionization.

Productivity

The relationship between satisfaction and productivity is not definitely established. The
result, however, is that in the long run job satisfaction leads to increased productivity. But,
4 decades of research into this issue, unfortunately, does not lend support to this belief.

First, the relationship between job satisfaction and job performance is weak. Interest-
ingly, the latest finding is that the median correlation between satisfaction and perfor-
mance is only 0.14.

Second, there is more evidence to suggest that job performance leads to job satisfaction
and the other way round. An employee who performs well in his job gets both intrinsic
and extrinsic rewards which will lead to his satisfaction. A poor performance will make
him feel worse about his incompetence and will receive fewer rewards. He will be less
satisfied with his work experience.

Third, there are some conditions under which high productivity, more clearly leads to
high job satisfaction. One condition is that the employee perceives that, intrinsic and ex-
trinsic rewards are contingent upon his productivity. The second condition is that, the ex-
trinsic rewards (pay for example) be distributed equitably. Inequitable distribution fails
to convince the employees that there is close correlation between hard work and rewards.

However, the adage “a happy worker is a productive worker” is not always wrong. True,
there may not be a relationship between job satisfaction and productivity. Performance
may be affected indirectly by absenteeism or turnover which is related (negatively) to
satisfaction.

Job satisfaction and Employee Turnover

High employee turnover is of considerable concern for employee because it disrupts
normal operations, causes morale problems for those who stick on and increases the
cost involved in selecting and training replacements. The employer does whatever pos-
sible to minimize turnover, making the employee feel satisfied on their jobs, being one
such.

Unlike the relationship between satisfaction and productivity, the connection with
turnover is established beyond doubt.
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However, the withdrawal behaviour of employee is modified by certain factors. Loyalty
to the organization is one such. Some employees cannot imagine themselves working
elsewhere, however dissatisfied they are in their present jobs. Availability of other plac-
es of employment also influence turnover. If greener pastures are available, an employ-
ee does not mind going in search of them, not with-standing the present level of job
satisfaction he enjoys.

Satisfaction and Absences

Correlation of satisfaction to absenteeism is also proved conclusively. Workers who
are dissatisfied are more likely to take “mental health” days i.e. days off due to ill-
ness or personal business. Simply stated, absenteeism is high when satisfaction is
low. As in turnover, absenteeism is subject to modification by certain factors. The
degree to which people feel that their jobs are important has a moderating influence
on their absences. Employees who feel that their work is important tend to clock
in regular attendance. Besides, it is important to remember that while high job sat-
isfaction will not necessarily result in low absenteeism, low satisfaction is likely to
bring about high absenteeism.

Satisfaction and Safety

Poor safety practices are a negative consequence of low satisfaction level. When peo-
ple are discouraged about their jobs, company and superiors, they are more liable to
experience accidents. An underlying reason for such accidents is that, discouragement
may take one’s attention away from the task at hand. Inattention leads to accidents. For
e.g., many hand injuries from poorer tools can be attributed to the operator not paying
careful attention.

Satisfaction and Job Stress

Job stress is the body’s response to any job- related factor that threatens to disturb
the person’s equilibrium. In the process of experiencing stress, the employee’s in-
ner state changes. Prolonged stress can cause the employee serious ailment such as
heart disease, ulcer, lower back pain and muscles aches. Chronic job dissatisfaction
is a powerful source of job stress. The employee may see no satisfactory short- term
solution to escaping this type of stress. An employee trapped in a dissatisfying job
may withdraw by such means as high absenteeism and tardiness or the employee may
quit.

Employee under prolonged stress stemming from job dissatisfaction often consume
too much alcohol, tobacco and drugs. These employees are costly to the management
in terms of time lost due to frequent absences and increased payment towards medical
reimbursement.
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Unionization

It is proved that job dissatisfaction is a major cause for unionization. Dissatisfaction
with wages, job security, fringe benefits, chances for promotion and treatment by su-
periors are reasons which make employees join unions. Another dimension is that job
dissatisfaction can have an impact on the tendency to take action within the union,
such as filing grievances or striking.

Other Effects of Job-Satisfaction

In addition to above, it has been claimed that a satisfied employee tend to have better
mental and physical health and learn new job- related tasks more quickly. Practicing
manager and OB researcher would agree that, job satisfaction is important to an or-
ganization. Critics however, point out that, this is pure conjecture because there is so
much we do not know about the positive effects of satisfaction. On the other hand,
when job satisfaction is low, there seems to be negative effects on the organization that
have been documented. So, if only from the stand point of viewing job satisfaction as a
minimum requirement or point of departure, it is of value to the organization’s overall
health and effectiveness and is deserving of study and application in the field of OB.

Sources of Job Satisfaction

Several job element contribute to job satisfaction .The most important amongst them
are wage structure, nature of work, promotion chances, quality of superior, work group
and working conditions.

1. Wages: Wages play a significant role in influencing job satisfaction. This is because
of 2 reason. First, money is an instrument in fulfilling one’s needs, and two, employees
often see pay as a reflection of management’s concern for them. Employee want a pay
system which is simple, fair and in line with their expectations. When pay is seen as
fair, based on job demands, individual skill level, and community pay standards, sat-
isfaction is likely to result. What needs emphasis is that, it is not the absolute pay that
matters, rather it is one’s perception of fairness.

2. Nature of works: Most employees crave intellectual challenges on jobs. They tend
to prefer being given opportunities to use their skills and abilities and being offered a
variety of tasks, freedom and feedback on how well they are doing. These characteris-
tics make jobs mentally challenging. Jobs that have too little challenge create boredom.
But too much challenge creates frustration and a feeling of failure. Under conditions of
moderate challenge, employees experience pleasure and job satisfaction.

3. Promotions: Promotional opportunities affect job satisfaction considerably. The de-
sire for promotion is generally strong among employees as it involves change in job
content, pay, responsibility, independence, status and the like. An average employee in
a typical government organization can hope to get two or three promotions in his entire
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service, though chances of promotion are better in the private sector. It is no surprise
that the employee takes promotion as the ultimate achievement in his career and when
it is realized, he feels extremely satisfied.

4. Supervisions: There is a positive relationship between the quality of supervisor and
job satisfaction. Supervisor who establish a supportive personal relationship with sub-
ordinates and takes a personal interest in them, contributes to their employee satisfac-
tion. On realizing the role of supervision in creating satisfaction, a number or supervi-
sory roles have been suggested for the purpose. Some of the supervisory roles are:

a. Maintain open lines of communication
b. Create a good physical environment
c. Remedy sub-standard conditions
d. Transfer discontent employees
e. Change the perception of dissatisfied employees
f. Display concern for employees
Give ample recognition
h. Allow for participative in management
i. Practice good management
j.  Conduct morale building programs.

5. Work Group: Work Group does serve as a source of satisfaction to individual em-
ployees. It does so, primarily by providing the group member, with opportunities for
interaction, with each other. It is well known that, for many employees, work fills the
need for social interaction. The work group is a even stronger source of satisfaction
when members have similar attitudes and values. Having people around with similar
attitudes causes less friction on day to day basis. Co-worker’s with similar attitudes and
values can provide some confirmation of people’s self-concept.

6. Working condition: Working condition that are compatible with an employee’s phys-
ical comfort and that facilitate doing a good job, contribute to job satisfaction. Tem-
perature, humidity, ventilation, lighting and noise, hours of work, cleanliness of work
place and adequate tools and equipment are the features which affect job satisfaction.

The assumption that working condition and satisfaction are interrelated contradicts
the two-factor theory of motivation. According to this theory, working conditions
are a part of maintenance factor which, when provided, help remove dissatisfac-
tion. And the opposite of dissatisfaction is no dissatisfaction, but not satisfaction.
Thus, while working condition constitute a source of job satisfaction they are a
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relatively minor source. Generally, unless working conditions are either extremely
good or bad, they are taken for granted by most employees. Only when employees
themselves change jobs or when working conditions change dramatically over time.
(e.g.; moving into new facilities) do working conditions assume more relevance. In
other words, all workers are not satisfying dissatisfaction by favourable or unfa-
vourable work environment.

Motivation

Motivation is a process that starts with a physiological or psychological need that acti-
vates a behavior or a drive that is aimed at a goal.

Every employee is expected to show increased and qualitative productivity by the
manager. To achieve this is the behavior of the employee is very important. The be-
havior of the employees is influenced by the environment in which they find them-
selves. Finally, an employee’s behavior will be a function of that employee’s innate
drives or felt needs and the opportunities he or she has to satisfy those drives or needs
in the workplace. Behaviors on the job determined by:

+ Needs the individual brings to the job: unique to each person
» The situation” outside the person”
« Opportunities for satisfying needs

If employees are never given opportunities to utilize all of their skills, then the employ-
er may never have the benefit of their total performance. Work performance is also con-
tingent upon employee abilities. If employees lack the learned skills or innate talents
to do a particular job, then performance will be less than optimal. A third dimension of
performance is motivation.

DIMENSIONS OF PERFORMANCE

MOTIVATION

PERFORMANCE

Finance Opportunity
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“Motivation is the act of stimulating someone or oneself to get desired course of action,
to push right button to get desired reactions.”

The following are the features of motivation:

Motivation is an act of managers
Motivation is a continuous process
Motivation can be positive or negative
Motivation is goal oriented
Motivation is complex in nature
Motivation is an art

Motivation is system-oriented

Motivation is different from job satisfaction.

Motivational Factors

There are several factors that motivate a person to work. The motivational factors can
be broadly divided into two groups:

Monetary Factors

Salaries or wages: Salaries or wages is one of the most important motivational
factors. Reasonable salaries must be paid on time. While fixing salaries the or-
ganization must consider such as:

o Cost of living
o Company ability to pay
o Capability of company to pay etc.

Bonus: It refers to extra payment to employee over and above salary given as an
incentive. The employees must be given adequate rate of bonus.

Incentives: The organization may also provide additional incentives such as
medical allowance, educational allowance, hra, allowance, etc.

Special individual incentives: The company may provide special individual in-
centives. Such incentives are to be given to deserving employees for giving valu-
able suggestions.
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Non Monetary Factors

Status or job title: By providing a higher status or designations the employee
must be motivated. Employees prefer and proud of higher designations.

Appreciation and recognition: Employees must be appreciated for their ser-
vices. The praise should not come from immediate superior but also from high-
er authorities.

Delegation of authority: Delegation of authority motivates a subordinate to
perform the tasks with dedication and commitment. When authority is del-
egated, the subordinate knows that his superior has placed faith and trust
in him.

Working conditions: Provision for better working conditions such as air-condi-
tioned rooms, proper plant layout, proper sanitation, equipment, machines etc.
motivates the employees.

Job security: Guarantee of job security or lack of fear dismissal, etc. can also be
a good way to motivate the employees. Employees who are kept temporarily for
a long time may be frustrated and may leave the organization.

Job enrichment: Job enrichment involves more challenging tasks and responsi-
bilities. For instance an executive who is involved in preparing and presenting
reports of performance, may also asked to frame plans.

Workers participation: Inviting the employee to be a member of quality circle,
or a committee, or some other form of employee participation can also motivate
the workforce.

Cordial relations: Good and healthy relations must exist throughout the organi-
zation. This would definitely motivates the employees.

Good superiors: Subordinates want their superiors to be intelligent, experi-
enced, matured, and having a good personality. In fact, the superior needs to
have superior knowledge and skills than that of his subordinates. The very pres-
ence of superiors can motivate the subordinates.

Other factors: There are several other factors of motivating the employees:
o Providing training to the employees

o Proper job placements

°  Proper promotions and transfers

°  Proper performance feedback
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o Proper welfare facilities

o Flexible working hours.

Need and Importance of Motivation

Motivation offers several importance of the organization and to the employees:

Higher efficiency.

Reduce absenteeism.

Reduces employee turnover.
Improves a corporate image.
Good relations.

Improved morale.

Reduced wastages and breakages.
Reduced accidents.

Facilitates initiative and innovation.

Money as a motivator

It is normally believed that money acts as a motivator. In general the role of money as
a motivator depends upon certain factors:

Money fails to motivate people, when there is no direct relationship between
reward and effort.

Economic conditions of people influence the Importance of money. For poor
person, the value of certain amount of money is quite high as compared to
rich.

Money is a significant motivator at lower level of employee’s level however
money may not be a significant factor for senior executives who have already
fulfilled their lower level needs.

Employees are concerned not only with the amount of money paid to them, but
it should be fair and equitable as paid to that of other employees of same level
or status.

Social attitudes towards money and wealth also decides the motivation to earn
more and more.
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Motivational Theories

Maslow’s-Hierarchy of Needs Theory: This theory was proposed by Abraham Maslow
and is based on the assumption that people are motivated by a series of five universal
needs. These needs are ranked, according to the order in which they influence human
behavior, in hierarchical fashion.

» Physiological needs are deemed to be the lowest- level needs. These needs in-
clude the needs such as food and water:

°  So long as physiological needs are unsatisfied, they exist as a driving or
motivating force in a person’s life. A hungry person has a felt need. This
felt need sets up both psychological and physical tensions that manifest
themselves in overt behaviors directed at reducing those tensions (getting
something to eat). Once the hunger is sated, the tension is reduced, and
the need for food ceases to motivate. At this point (assuming that other
physiological requirements are also satisfied) the next higher order need
becomes the motivating need.

+ Thus, safety needs - the needs for shelter and security - become the motivators
of human behaviour,

o Safety needs include a desire for security, stability, dependency, protection,
freedom from fear and anxiety, and a need for structure, order, and law.. In
the workplace this needs translates into a need for at least a minimal degree
of employment security; the knowledge that we cannot be fired on a whim
and that appropriate levels of effort and productivity will ensure continued
employment.

» Social needs include the need for belongingness and love,

°  Generally, as gregarious creatures, human have a need to belong. In the
workplace, this need may be satisfied by an ability to interact with one’s co-
workers and perhaps to be able to work collaboratively with these colleagues.

« After social needs have been satisfied, ego and esteem needs become the moti-
vating needs,

o Esteem needs include the desire for self-respect, self-esteem, and the esteem
of others. When focused externally, these needs also include the desire for
reputation, prestige, status, fame, glory, dominance, recognition, attention,
importance, and appreciation.

+ The highest need in Maslow’s hierarchy is that of self-actualization; the need for
self-realization, continuous self-development, and the process of becoming all
that a person is capable of becoming.
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MASLOW'’s
Hierarchy

Aesthetic Needs

Need to Know & Understand

Esteem Needs

Belongingness & Love Needs

Safety Needs

Physiological Needs

Alderfer’s Hierarchy of Motivational Needs: Clayton Alderfer reworked Maslow’s Need
Hierarchy to align it more closely with empirical research. Alderfer’s theory is called
the ERG theory Existence, Relatedness, and Growth.

« Existence refers to our concern with basic material existence requirements;
what Maslow called physiological and safety needs.

» Relatedness refers to the desire we have for maintaining interpersonal relation-
ships; similar to Maslow’s social/love need, and the external component of his
esteem need.

« Growth refers to an intrinsic desire for personal development; the intrinsic
component of Maslow’s esteem need, and self-actualization

Alderfer’s ERG theory differs from Maslow’s Need Hierarchy insofar as ERG theory
demonstrates that more than one need may be operative at the same time. ERG theory
does not assume a rigid hierarchy where a lower need must be substantially satisfied
before one can move on.

Alderfer also deals with frustration-regression. That is, if a higher-order need is frus-
trated, an individual then seeks to increase the satisfaction of a lower-order need.

According to Maslow an individual would stay at a certain need level until that need was
satisfied. ERG theory counters by noting that when a higher- order need level is frustrat-
ed the individual’s desire to increase a lower- level need takes place. Inability to satisfy
a need for social interaction, for instance, might increase the desire for more money or
better working conditions. So frustration can lead to a regression to a lower need.

In summary, ERG theory argues, like Maslow, that satisfied lower- order needs lead to
the desire to satisfy higher-order needs; but multiple needs can be operating as motiva-
tors at the same time, and frustration in attempting to satisfy a higher- level need can
result in regression to a lower- level need.
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Table: Alderfer’s hierarchy of motivational needs.

Level of Need | Definition Properties

Growth Impel a person to make creative or | Satisfied through using capabilities in engag-
productive effects on himself and his | ing problems; creates a greater sense of whole-
environment ness and fullness as a human being

Relatedness Involve relationships with significant | Satisfied by mutually sharing thoughts and
others feelings; acceptance, confirmation, under-

standing, and influence are elements

Existence Includes all of the various forms of | When divided among people one person’s gain

material and psychological desires is another’s loss if resources are limited

A Reorganization of Maslow’s and Alderfer’s Hierarchies

Level Introversion Extroversion

Growth Self-Actualization (development of Transcendence (assisting in the
competencies [knowledge, attitudes, development of others’ competencies
and skills] and character) and character; relationships to the

unknown, unknowable)

Other (Relatedness) | Personal identification with group, Value of person by group (Esteem)
significant others (Belongingness)

Self (Existence) Physiological, biological (including Connectedness, security
basic emotional needs)

Two-factor Theory

Herzberg’s Two Factor Theory, also known as the Motivation Hygiene Theory, was de-
rived from a study designed to test the concept that people have two sets of needs:

1. Their needs as animals to avoid pain.

2. Their needs as humans to grow psychologically.

Herzberg’ Study

Herzberg’s study consisted of a series of interviews that sought to elicit responses to
the questions:

1. Recall a time when you felt exceptionally good about your job. Why did you feel
that way about the job? Did this feeling affect your job performance in any way?
Did this feeling have an impact on your personal relationships or your well- being?

2. Recall a time on the job that resulted in negative feelings? Describe the sequence of
events that resulted in these negative feelings.
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Research Results: It appeared from the research, that the things making people happy
on the job and those making them unhappy had two separate themes.

1. Satisfaction (Motivation): Five factors stood out as strong determiners of job satis-
faction:

« Achievement

« Recognition

«  Work itself

» Responsibility
» Advancement.

The last three factors were found to be most important for bringing about lasting chang-
es of attitude. It should be noted, that recognition refers to recognition for achievement
as opposed to recognition in the human relations sense.

2. Dissatisfaction (Hygiene): The determinants of job dissatisfaction were found to be:
« Company policy
« Administrative policies
« Supervision
« Salary
+ Interpersonal relations
«  Working conditions.

From the results Herzberg concluded that the replies people gave when they felt good
about their jobs were significantly different from the replies given when they felt bad.
Certain characteristics tend to be consistently related to job satisfaction and others to
job dissatisfaction. Intrinsic factors, such as work itself, responsibility and achievement
seem to be related to job satisfaction. Respondents who felt good about their work
tended to attribute these factors to themselves. On the other dissatisfied respondents
tended to cite extrinsic factors such as supervision, pay, company policies and working
condition. Herzberg proposed that his findings indicated the existence of a dual contin-
uum: the opposite of “satisfaction” is “No satisfaction” and the opposite of “Dissatisfac-
tion” is “No Dissatisfaction.

According to Herzberg, the factors leading to Job satisfaction are separate and distinct
form those that lead to job dissatisfaction. Therefore, managers who seek to eliminate
factors that can create job dissatisfaction may bring about peace but not necessarily
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motivation. They will be placating their workforce rather than motivating them. As a
result, conditions surrounding the job such as quality of supervision, pay , company
policies, physical working conditions relations with others and job security were char-
acterized by Herzberg as hygiene factors, when they’re adequate, people will not be
dissatisfied; neither will they be satisfied. If we want to motivate people on their jobs,
Herzberg suggested emphasizing factors associated with the work itself or to outcomes
directly derived form it, such as promotional opportunities, opportunities for personal
growth, recognition, responsibility and achievement. These are the characteristics that
people find intrinsically rewarding.

v v

Dissatisfaction Employees not Positive
and dissatisfied, but satisfaction and
Demotivation not motivated motivation
Hygiene Motivator
Factors Factors
Expectancy Theory

In recent years, probably the most popular motivational theory has been the Expectan-
cy Theory (also known as the Valence-Instrumentality- Expectancy Theory). Although
there are a number of theories found with this general title, they all have their roots in
Victor Vroom’s 1964 work on motivation.

Alternatives and Choices

Vroom’s theory assumes that behavior results from conscious choices among alterna-
tives whose purpose it is to maximize pleasure and minimize pain. The key elements
to this theory are referred to as Expectancy (E), Instrumentality (I), and Valence (V).
Critical to the understanding of the theory is the understanding that each of these fac-
tors represents a belief.

Vroom’s theory suggests that the individual will consider the outcomes associated with
various levels of performance (from an entire spectrum of performance possibilities),
and elect to pursue the level that generates the greatest reward for him or her.

Expectancy: “What’s the probability that, if we work very hard, we’ll be able to do a
good job?”

Expectancy refers to the strength of a person’s belief about whether or not a particular
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job performance is attainable. Assuming all other things are equal, an employee will be
motivated to try a task, if person believes that it can be done. This expectancy of perfor-
mance may be thought of in terms of probabilities ranging from zero (a case of “we can’t
do it!”) to 1.0 (“we have no doubt whatsoever that we can do this job”).

A number of factors can contribute to an employee’s expectancy perceptions:
« The level of confidence in the skills required for the task
« The amount of support that may be expected from superiors and subordinates
+ The quality of the materials and equipment
+ The availability of pertinent information.
Previous success at the task has also been shown to strengthen expectancy beliefs.

Instrumentality: “What’s the probability that, if I do a good job, that there will be some
kind of outcome in it for me?”

If an employee believes that a high level of performance will be instrumental for
the acquisition of outcomes which may be gratifying, then the employee will place a
high value on performing well. Vroom defines Instrumentality as a probability belief
linking one outcome (a high level of performance, for example) to another outcome
(a reward).

Instrumentality may range from a probability of 1.0 (meaning that the attainment
of the second outcome - the reward - is certain if the first outcome - excellent job
performance - is attained) through zero (meaning there is no likely relationship be-
tween the first outcome and the second). An example of zero instrumentality would
be exam grades that were distributed randomly (as opposed to be awarded on the
basis of excellent exam performance). Commission pay schemes are designed to
make employees perceive that performance is positively instrumental for the acqui-
sition of money.

For management to ensure high levels of performance, it must tie desired outcomes
(positive valence) to high performance, and ensure that the connection is communicat-
ed to employees.

The VIE theory holds that people have preferences among various outcomes. These
preferences tend to reflect a person’s underlying need state.

Valence: “Is the outcome we get of any value to us?”

The term Valence refers to the emotional orientations people hold with respect to out-
comes (rewards). An outcome is positively valent if an employee would prefer having
it to not having it. An outcome that the employee would rather avoid (fatigue, stress,
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noise, layoffs) is negatively valent. Outcomes towards which the employee appears in-
different are said to have zero valence.

Valences refer to the level of satisfaction people expect to get from the outcome (as op-
posed to the actual satisfaction they get once they have attained the reward).

Vroom suggests that an employee’s beliefs about Expectancy, Instrumentality, and Va-
lence interact psychologically to create a motivational force such that the employee acts
in ways that bring pleasure and avoid pain.

People elect to pursue levels of job performance that they believe will maximize their
overall best interests (their subjective expected utility).

There will be no motivational forces acting on an employee if any of these three condi-
tions hold:

1) The person does not believe that he/she can successfully perform the required
task.

2) The person believes that successful task performance will not be associated with
positively valent outcomes.

3) The person believes that outcomes associated with successful task completion
will be negatively valent (have no value for that person).

MF= Expectancy x Instrumentality x Valance

Expectancy Instrumetalit Valance

Motivational Force Perceived probability that

Face Dicctng Specitc | = | “Zreyeaai i | X | condperomancow | X | \abeoretpens
Behavioral Alternatives lead to desired outcomes S
Performance (Rewards) individual

A A A

Values

Self-Efficacy Trust Noads
Goal Difficulty Control Goals
Perceived Control Policies

Preferences

McClelland’s Theory of Needs

According to David McClelland, regardless of culture or gender, people are driven by
three motives:

e Achievement
o Affiliation and

o Influence.

Since McClelland’s first experiments, over 1,000 studies relevant to achievement moti-
vation have been conducted. These studies strongly support the theory.
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« Achievement: The need for achievement is characterized by the wish to take re-
sponsibility for finding solutions to problems, master complex tasks, set goals,
get feedback on level of success.

« Affiliation: The need for affiliation is characterized by a desire to belong, an en-
joyment of teamwork, a concern about interpersonal relationships, and a need
to reduce uncertainty.

« Power: The need for power is characterized by a drive to control and influence
others, a need to win arguments, a need to persuade and prevail.

According to McClelland, the presence of these motives or drives in an individual indi-
cates a predisposition to behave in certain ways. Therefore, from a manager’s perspec-
tive, recognizing which need is dominant in any particular individual affects the way in
which that person can be motivated.

People with achievement motives are motivated by standards of excellence, delineat-
ed roles and responsibilities and concrete, timely feedback. Those with affiliation mo-
tives are motivated when they can accomplish things with people they know and trust.
And the power motive is activated when people are allowed to have an impact, impress
those in power, or beat competitors.

Theory of “X” and Theory of “Y”: Douglas McGregor observed two diametrically oppos-
ing view points of managers about their employees, one is negative called “Theory of X”
and one is positive called “Theory of Y”.

a) Theory of X: Following are the assumptions of managers who believe in the
“Theory of X” in regard to their employees.

o Employees dislike work; if possible avoid the same.
o Employees must be coerced, controlled or threatened to do the work.
o Employees avoid responsibilities and seek formal direction.

o Most employees consider security of job, most important of all other factors
in the job and have very little ambition.

b) Theory of Y: Following are the assumptions of managers who believe in the
“Theory of Y” in regard to their employees.

o Employees love work as play or rest.

o Employees are self-directed and self-controlled and committed to the orga-
nizational objectives.

o Employees accept and seek responsibilities.
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o Innovative spirit is not confined to managers alone, some employees also
possess it.

Theory of X assumes Maslow’s lower level needs dominate in employees. Whereas The-
ory of Y, assumes Maslow’s higher level needs dominate in employees.

Goal Setting Theory

Edwin Locke proposed that setting specific goals will improve motivation. Salient fea-
tures of this theory are the following;:

Specific goal fixes the needs of resources and efforts.
It increases performance.
Difficult goals result higher performance than easy job.

Better feedback of results leads to better to better performance than lack of
feedback.

Participation of employees in goal has mixed result.

Participation of setting goal, however, increases acceptance of goal and involve-
ments.

Goal setting theory has identified two factors which influences the performance.
These are given below:

o Goal commitment
o Self-efficiency.

Goal commitment: Goal setting theory presupposes that the individual is com-
mitted to the goal. This commitment depends on the following:

o Goals are made public
o Individual has an internal locus of control
o Goals are self-set.

Self —Efficiency: Self Efficiency is the belief or self-confidence, that he/she is ca-
pable of performing task. Persons with high self-efficiency put up extra-efforts
when they face challenges. In the case of low self-efficiency level they will lessen
or even abandon when meeting challenges.

Reinforcement Theory

This theory focus its attention as to what controls behaviour. In contrast to goal set-
ting theory, which is cognitive approach focus attention on what initiates behaviour.
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Behaviour, as per cognitive approach is initiated by internal events. Reinforcement the-
ory argues that behaviour is reinforced and controlled by external events. The classical
conditioning proposed by Pavlov which we have already studied in our earlier lessons
explains this in a better way.

Equity Theory

This theory of motivation centres around the principle of balance or equity. According
to this theory level of motivation in an individual is related to his or her perception of
equity and farness practiced by management. Greater the fairness perceived higher the
motivation and vice versa. In this assessment of fairness, employee makes comparison
of input in the job ( in terms of contribution) with that of outcome (in terms of com-
pensation) and compares the same with that of another colleague of equivalent cadre.

Perception

Perception is how people look at and understand the things. It is a unique interpretation
of the situation rather than recoding of it. Perception is a complex cognitive process of
understanding the world, sometimes not in its real form. Perception is a learning pro-
cess and hence it differs from person to person. As a result, the same stimuli may pro-
duce different behaviours and responses. In managing the organizations, particularly
in dealing with the people, managers should be able to understand the perceptions of
the people. It is in this context, an attempt is made here to explain the perceptual pro-
cess, factors influencing perceptions and managing the perceptions to the advantage of
the organization.

Perceptual Process

Perception is the process by which people select, organize, interpret and respond to
information from the world around them. This information is obtained through the
senses namely, seeing, hearing, touch, taste and smell.

Perception may be defined as the process of receiving, selecting, organizing, interpret-
ing, checking, and reacting to sensations. It is also defined as ‘a process by which in-
dividuals organize and interpret their sensory impressions in order to give meaning to
their environments.” The perceptional processes show that their functioning is affected
by three variables — the objects perceived, the environment in which perception occurs,
and the individual perceiving the objects.

Perceptual Perceptual

Selection | | Organization [ | Interpretation > Response

Stimuli —» Observation —»

The Perceptual Process.
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In the above diagram, you may find that the important aspects of perception are se-
lection and organization. Different people perceive an object differently both in terms
of what they selectively perceive and how they organize and interpret the things per-
ceived. A person’s selection process involves factors internal to the person as well as
external to him. It is, in fact, a complex set of factors that determine the perception of
an individual.

Similarly, an individual organizes the selected stimuli into meaningful patterns. The
interpretation of what is perceived may vary widely. For example, a wave of hand may
be interpreted as a friendly gesture or it may be interpreted as a sign of threatening
depending on the circumstances and the state of mind of the two people. Therefore,
quite often the people perceive things differently and behave on the basis of those per-
ceptions. Managers in organizations should understand that people’s perceptions dif-
fer and at times they also go wrong.

External Factors Influencing Selection

The external factors influencing selection are nature, intensity, size, contrast, repeti-
tion, motion, and novelty and familiarity.

Nature

By this we try to understand the nature of the object. Is it a visual object? Does it have
words, pictures, people or animals? Pictures attract attention more than words and a
picture with human beings attracts attention more than a picture with inanimate ob-
jects. That is why cartoons and caricatures draw more attraction.

Intensity

The intensity principle conveys that if the external stimulus is more intense in nature,
the more it is likely to be perceived by the individual. That is why people pay more
attention to loud noise, strong odour or bright light. At work places, superiors speak
loudly to subordinates for this reason only.

Size

Like intensity, size also matters very much. Larger objects are likely to be perceived
more by the individuals than the smaller ones. A maintenance engineer gives greater
attention to a bigger machine than a smaller one.

Contrast

The contrast principle suggests that the external stimulus that stands out distinctly
against the background or the one that is quite unusual will receive greater attention
of the people.
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Repetition

The principle of repetition suggests that a repeated external stimulus draws more at-
tention than a single one. The several advertisements of various products shown daily
on TVs are based on the principle of repetition only. This principle also explains why
supervisors have to give directions to workers repeatedly for even simple tasks.

Motion

According to this principle, people pay greater attention to moving objects rather than
stationary objects. That is why advertisers create signs that incorporate moving parts.

Novelty and Familiarity

This principle states that either a novel or a familiar external situation can better serve
to draw attention. New objects in familiar settings or familiar objects in new settings are
likely to draw the attention of the perceiver. Job rotation is followed in organizations
for this reason. For instance, workers will pay greater attention to the tasks assigned to
them in the new jobs in order to prove themselves and gain acceptance in the new job.

Internal Factors Influencing Selection

Internal factors influencing selection of stimuli are personality, learning, and motiva-
tion. They are explained below:

1. Personality: It cannot be disputed that personality has a significant impact on what
and how people perceive. The various personality dimensions influence the perceptual
process. A conscientious person is likely to pay greater attention to external environ-
mental stimuli than a less conscientious person who is likely to be careless, impulsive
and irresponsible. On the other hand, conscientious people tend to organize their per-
ceptions into clear categories, receive information quickly and in an organized manner.
They are careful and methodical in their perceptual selection and organization.

2. Learning: Perceptual selection is also affected by learning. Learning determines the
development of perceptual sets. Perceptual set means the expectation of particular
interpretation based on past experience with the same object. This is also known as
cognitive awareness by which the minds organizes information and form images and
compare them with previous exposures to similar stimuli. In organizations employees’
experiences are influenced by their perception very much. In making decisions, man-
agers are also influenced by their functional background. However, it is necessary for
managers to rise above their own experiences and be able to solve the problems in an
appropriate way. Individual differences lead to perceptual bias. This bias can be over-
come through education and experience.

3. Motivation: Motivation also plays an important role in influencing the process of

I85I

L—



Understanding Organizational Behavior

perception. For example, a hungry person is likely to be sensitive to the sight or smell of
food than a non-hungry person. Likewise if the person is deprived of sleep, he looks for
a situation in which he can have a comfortable sleep. Generally, people perceive things
that help in satisfying needs and those that were found rewarding in the past. The re-
lationship between motivation and perception is explained through Collenyannia Prin-
ciple which states that people process pleasant events more efficiently and accurately
than the unpleasant events.

Factors Influencing Perception

A number of factors operate to shape and sometimes to distort perception. These fac-
tors emanate from three sources — the perceiver, the perceived and the situation.

The Perceiver

When a person looks at a target, his interpretation of it is influenced by his person-
al characteristics like his needs, past experience, habits, personality, values, and atti-
tudes. A person with a strong need for ego satisfaction may select out from a situation
and emphasize signals that tend to satisfy the desire for self-esteem. Similarly, negative
attitudes toward unions may cause a manager to look for antagonisms in even routine
visits by local union officials to the organization. These and other personal factors will
determine what a person gives attention to in a situation and how these cues are inter-
preted as a basis for decision-making and action responses.

The Perceived

Characteristics in the target/object that are being observed may influence what is per-
ceived. The physical attributes, appearance, and behaviour of other persons in the sit-
uation also influence how the object is perceived. Physical attributes of a person are re-
lated to age, sex, height, and weight. A young person exercising authority in a situation
is viewed differently from an older person doing the same thing. Personal attire and
appearance are also relevant factors in the formation of perceptions.

The Situation

The context in which we see the objects or events is important. The physical, so-
cial and organizational elements of the situation or event may also influence per-
ceptions. A subordinate calling his boss by the first name may be perceived quite
differently when observed in a typical Indian office as opposed to in a social re-
ception. Though the perceiver and the perceived are the same, it is the situation
that makes a difference. Such background characteristics of the situation or context
are additional factors that can affect how the situation is perceived by the differ-
ent persons. The following Diagram shows the summary of the factors influencing
perception.
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Situational Factors

4L

Individual’s

Characteristics of the perception Characteristics of the
Perceiver :> <: perceived

Factors Influencing Perception.

Managing the Perception Process

Successful managers understand the importance of perceptions as influences on be-
haviour, and handle them accordingly. They are aware of perceptual distortions and
accept that perceptual differences are likely to exist in any situation. With this knowl-
edge, they make appropriate decisions that are acceptable to all persons concerned.
The perceptual skills of a manager will help him in the following ways.

High level of Self-awareness

As already made clear, individual needs, experience, and expectations will all affect
perceptions. The successful manager understands this and is able to identify when he
is inappropriately distorting a situation because of such perceptual tendencies.

Seek Information from Various Sources for Decisions

The successful manager minimizes the bias of personal perceptions by seeking out the
viewpoints of others. These insights are used to gain additional perspective on situa-
tions and the problems or opportunities they represent.

Empathy

As is understood, different people look at the same situation differently. The successful
manager rises above the personal impressions and tries to understand problems as felt
by other people.

Influence of Perceptions on Other People

People act according to their own perceptions. If felt necessary, the successful manager
influences the perceptions of others in such a way that the work events are interpreted
as accurately as possible and to the advantage of all concerned.

Avoid Common Perceptual Distortions

Perceptual distortions include the use of stereotypes and halo effects, as well as selective
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perception and projection. Successful managers are self-disciplined and sufficiently
aware that the adverse impact of these distortions is minimized.

Avoid Inappropriate Attributions

A person has a tendency to explain why events happened the way they did or why peo-
ple behaved as they did. The successful manager is wise enough to establish the real
reasons for the things that happen and avoid the tendency of making quick or inappro-
priate attributions.

Learning

Now, let us understand the term ‘learning’ and the various processes of learning. Learn-
ing is any relatively permanent change in behaviour that occurs as a result of experience.

There are two important elements in learning:

a. Change must be relatively permanent. It means after ‘learning’ the behaviour of
a person must be different from the previous behaviour. If a person learns car
driving, it will last for a long time indicating the changed behaviour. Temporary
changes may be only reflexive and fail to represent any learning. Therefore, this
requirement rules out behavioural changes caused by fatigue or other tempo-
rary adaptations.

b. The second element is that the change of behaviour should take place as a re-
sult of some kind of experience. Learning must be because of some interaction
with the environment and some feedback from such environment that affects be-
haviour. The experience may be direct or indirect. Sometimes we learn to change
our behaviour when our colleagues are punished for that kind of behaviour.

You may note that learning itself cannot be observed. The behavioural changes conse-
quent upon learning only can be seen. This kind of change in behaviour should be dif-
ferentiated from change in behaviour caused by other factors. For example, aging may
cause behavioural changes. A change in the individual’s thought process or attitudes, if
accompanied by no change in behaviour, would not be learning.

Learning certainly has its own impact on training activities in an organization. It can
give insights into how to best develop the skills and talents of employees for performing
the jobs effectively. But it is the desire to change individuals that is of the greatest im-
portance. The manager who undertakes to produce such changes acts like a teacher. He
guides the employees to engage in behaviours that will help the organization achieve
its objectives. When the employees are late for work, lazy, disobey the rules or engage
in any type of dysfunctional behaviour, the manager attempts to teach behaviours of
functional nature. Further, if the employee is performing well, he gives the employee
feedback and also rewards to strengthen such desirable behaviour.
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You may understand that individuals enter an organization with a host of learned atti-
tudes and behaviours. Their job performance is a function of their learned experiences.
Learning is a continuous experience for employees. It is because of learning, employers
recruit people with college degrees or those with job experience. The employer pre-
sumes that not only education or experience provides learning, but that learning will
lead to higher job performance.

Learning Theories

In an organization, employees have to learn and practice productive work behaviours.
The manager’s task is to provide sufficient learning experiences to employees in an en-
vironment that will facilitate learning process and promote desired behaviours. Train-
ing prepares employees to meet the challenges of the job, for which incentives are to
be provided to learn and practice right behaviours. The following are the important
theories of learning.

Classical Conditioning

Classical conditioning is the process by which individuals learn to link the information
from a neutral stimulus to a stimulus that causes a response. This response may not
be under an individual’s conscious control. Pavlov, in his experiments, hanged some
meat in front of dogs. This meat is unconditioned stimulus or unlearned stimulus. The
dogs responded to this stimulus by salivating. This kind of response was instinctive or
unconditioned. Afterwards Pavlov started to ring a bell at the same time when meat
was offered. Ringing the bell without offer of meat was not connected to any responses.
However, by ringing the bell every time when meat was offered, Pavlov established a re-
lationship between the two stimuli that is the bell and the meat. With the continuation
of the process, the ringing of the bell alone acted like a stimulus to evoke the response
of salivating even without presentation of meat. As a result, the bell became a condi-
tioned stimulus leading to conditioned response.

Operant Conditioning

B.F. Skinner coined the term operant conditioning to refer to a process by which in-
dividuals learn voluntary behaviour. Voluntary behaviours are called operant because
they operate or have some influence on the environment. Learning occurs from the con-
sequences of behaviour, and many employee work behaviours are operant behaviours.
As a matter of fact, most behaviours in everyday life are forms of operant behaviour.
Managers are interested in operant behaviours because they can influence the results
of such behaviours. On the basis of the direct relationship between the consequences
and behaviour, the management can identify the relationship and try to modify the be-
haviour. That is how the behaviour can be controlled by manipulating its consequenc-
es. Two principles guide this relationship.
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« The behaviour that results in positive rewards is likely to be repeated and be-
haviour with negative consequences is likely to be extinguished.

« Based on such consequences, the behaviour can be predicted and controlled.

Therefore, some consequences can be used to increase the recurrence of desired be-
haviour and some other consequences can be used to decrease the recurrence of unde-
sired behaviour.

Principle of Reinforcement

We understand that some behaviors are strengthened by the process of reinforcement.
Reinforcer may be any stimulus that prompts a behavior to be repeated or stopped.
Managements expect that the employee should behave in a desirable manner in the or-
ganization and avoid undesirable behaviour. By the appropriate use of reinforcers, the
organizations are able to maintain or increase the probability of behaviours like quality
oriented performance, wise decision making, regular attendance and punctuality and
so on. Some reinforcers work by their application to a situation whereas other reinforc-
ers work by their removal from this situation.

Positive Reinforcement

Positive reinforcement is provided by offering rewards for desired behaviours. Such
rewards should be powerful and durable so as to increase the probability of occurrence
of desirable behaviour. Money, as you understand, is the most powerful reinforcement
for positive behaviour since money can be used for a number of other purposes. Some
other positive reinforcers are recognition for good performance, challenging task, par-
ticipation in decision making and so on. As individuals have different motivations of
performance, positive reinforcers should be individually tailored with a view to facili-
tate the repetition of desired behaviour. That means reinforcer must be valued by the
employee. For example, money would be a less reinforcer who values praise for his per-
formance more. The reward must be directly linked with behaviour so that the higher
the performance of an employee, the grater would be the reward.

Negative Reinforcement

In negative reinforcement, an unpleasant event that precedes the employee behaviour
is removed when the desired behaviour occurs. This procedure increases the likeli-
hood of the desired behaviour to follow. Negative reinforcement is sometimes con-
fused with punishment because both use unpleasant events to influence behaviour.
However, negative reinforcement is used to increase the frequency of a desired be-
haviour, whereas punishment is used to decrease the frequency of an undesired be-
haviour. Managers frequently use negative reinforcement when an employee hasn’t
done something that is desired.
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Omission

Omission is the removal of all reinforcing events. While reinforcement increases the
frequency of a desirable behaviour, omission decreases the frequency and eventually
extinguishes an undesirable behaviour. Managers use omission to reduce undesirable
employee behaviours that obstruct achievement of organizational goals. The omission
procedure consists of three steps.

1. Identifying the behaviour to be reduced or eliminated,
2. Identifying the reinforcer that maintains the behaviour, and
3. Stopping the reinforcer.

Omission is a useful technique for reducing and eventually eliminating behaviours that
disrupt normal workflow.

Punishment

Punishment is an unpleasant event that follows a behaviour and decreases its frequen-
cy. As in positive reinforcement, a punishment may include a specific antecedent that
cues the employee that a consequence will follow a specific behaviour. While a positive
consequence of reinforcement encourages the frequency of a desired behaviour, a con-
sequence of punishment decreases the frequency of an undesired behaviour.

Organizations typically use several types of unpleasant events to punish individuals.
They may be a wage cut, a suspension without pay, a demotion, or a transfer. The se-
vere punishment is the dismissing an employee for failure to perform. In general, or-
ganizations use punishments of unpleasant nature sparingly for cases of serious be-
havioural problems.

It may be kept in mind that punishment should be used as a lost resort. The use of
punishment should be limited to those undesirable behaviours that cause a significant
damage to the organizational operations. It may also be remembered that punishment
should not lead to hostility to such an extent of making solution more harmful than the
problem itself. Punishment may cause undesirable emotional reactions. An employee
who has been reprimanded for a mistake may react with anger toward the manager
and the organization. Such reactions may lead to retaliatory behaviour harmful to the
organization. Sabotage, you remember, typically is a result of a punishment-oriented
management system. It is clear that punishment leads to short-term suppression of the
undesirable behaviour, rather than to its elimination. Further, the punished individual
may develop a tendency of avoiding the situation. High absenteeism is a form of avoid-
ance and quitting is the final form of escape.

You should also note that punishment suppresses employee initiative and flexibili-
ty. Overusing punishment produces apathetic employees, who are not assets to an
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organization. Sustained punishment can also lead to low self-esteem. Low self-esteem,
in turn, undermines the employee’s self-confidence, which is necessary for performing
most of the jobs.

Diversity |

Diversity is any dimension that can be used to differentiate groups and people from one
another, in which the dimensions can be visible or invisible. The existence of workplace
diversity, within a workplace, indicates that the workplace is heterogeneous in terms of
gender, race, and ethnicity, in which employees possess distinct elements and qualities,
differing from one another. Also Hazard defines workplace diversity as a broad range
of differences that influence how people interact and achieve business results. Work-
place (also called workforce) diversity can be characterized as an organization, in which
employees possess distinct elements and qualities, differing from one another. These
different elements include employees’ beliefs, values, and actions that vary by gender,
ethnicity, age, lifestyle and physical abilities. Managing these elements can create an
old way of staffing related problems that are the main focus for human resource depart-
ments. There are several important components associated with workplace diversity,
problems concerning workplace diversity, and the management of workplace diver-
sity. The intent of this study was to precisely define workplace diversity, examine the
policies and procedures associated with workplace diversity management, and explore
how managing workplace diversity can effect diversity awareness and employees job
satisfaction. In the past, companies were driven towards creating a homogenous work-
place in which employees acted and thought in identical way. “Nowadays managers and
supervisors are looking at a workplace that is somehow different from those managed
by their ancestors”.

Managing diversity is focused on the assumption that diverse segments will create
new methods of working together and that morale, profit, and productivity will in-
crease. These authors stated that managing diversity includes building specific skills
and creating policies that increases the best work behaviors and attitudes from each
employee. Implementing workplace diversity has become a major focus in many Hu-
man Resource departments. In order to meet the demands of modern technological-
ly advanced society, corporations must rethink what diversity means and how the
concepts of developing, valuing, and managing a truly diverse corporation must go
beyond traditional strategies. Human resource management allows Human Resource
departments to strategically utilize personnel, in a fashion that will meet the demands
of society, through improvements in the corporation’s productivity and performance.
Human resources in their role of managing diversity must be aware of problems and
elements that may impact this role. Several elements are included in managing work-
place diversity. One of the main elements is equal employment opportunity. Equal
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employment opportunity warrants the treatment of employees in a fair and impartial
way, in all aspects of employment. Equal Employment Opportunity (EEO) regulation
includes legislation and policies that enforce fair and impartial treatment of employ-
ees. The Equal Employment Opportunity Commission and Office of Federal Contract
Compliance Programs are agencies that are responsible for enforcing legislation
and policies. In addition to Equal Employment Opportunity, affirmative action, and
discrimination law are also elements that corporations use to manage and regulate
workplace diversity.

Almost everyone is now able to communicate and work with other people from different
parts of the world due to the advancements in technology. One great proof of the tech-
nology advancement is the outsourcing of many administrative jobs. U.S companies can
now hire their Human Resource personnel from India or Philippines and have them do
the HR work in less than half the price they will pay workers in US. Because of this, many
question the importance of diversity in the workforce, but studies have shown that hav-
ing a diverse workforce proves to be a beneficial asset in a company. Workplace diversity
despite having numerous benefits does have its flaws. Workplace diversity should be one
of the top things businesses today should address. Businesses should prioritize hiring
diverse employees because of the many great things associated with it. The main goal of
workplace diversity management is the prohibition of discrimination against individuals,
which would cause them to be unfairly differentiated from co-workers. In addition to
globalization, diversity has also increased as a result of an increase in women and people
with disabilities entering the work force. One of the tasks of managing workplace diversi-
ty is to recognize the differences among individuals and provide opportunities and means
for individuals to contribute their talents to the organization.

Three Theories about Workplace Diversity

The fundamental to social justice within business is to make certain that the workplace
remains a place of diversity. Not only does this ensure recognition of basic rights and
liberties, but it also creates an atmosphere of trust that is often lacking between corpo-
ration and consumer.

« The meaning of diversity has changed from what it used to be in the past. One
theory states that, before businesses can implement a strategy to get diversity,
they should gain a clear understanding of what it means. According to this the-
ory, many people are still focused on old models of diversity, which focus on
social justice issues such as concerning gender or race. Conversely, diversity
now should focus on creating an atmosphere that fosters connection.

« A second theory requires leveraging diversity in order to attract new clients. By
building a diverse team of employees, a business will be better able to reach spe-
cific audiences. Staffing a company with one demographic would make it very
hard to connect with anyone outside of that demographic.
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« A third theory requires that businesses focus more on understanding the client,
rather than focusing on workplace diversity. Making a product marketable is
more about clear advertising, rather than anything that goes on behind closed
doors.

When it comes down to it, there are many different definitions of diversity and many
different ways to achieve it. It has now been a long time since anti-discrimination laws
were entered into the books, but that does not mean that we should stop focusing on
them. Implementing a diverse working class is fundamental to maintaining social jus-
tice on multiple levels. Its importance should never be forgotten and should always be
a tool for positive change whenever possible.

Benefits of a Diverse Workplace

There are several benefits of a diverse workplace. Some economic benefits include in-
crease in the pool of qualified personnel from different backgrounds, and it widens the
scope of eligible candidates for hire. Another benefit of a diverse workplace is it im-
proves communication with an organization’s clients. Additionally, a sense of harmony
is recreated when a company recognizes and accommodates the differences within its
diverse workforce. A diverse workplace increases productivity, increases creativity, and
improves problem solving.

A diverse workplace helps build work practices that create harmony. If a company is
able to recognize the differences between its employees, it will be able to formulate
work practices that will not exclude a certain culture. Also, if a company is able to devel-
op desirable work practices that strives to unite all the employees together despite their
differences, no one individual will feel left out or unsure about their position within the
company. This in turn increases productivity among the employees.

A diverse workplace also allows an organization to effectively execute its plans. As pre-
viously stated, if a company recognizes the differences among its diverse employees, it
will be able to create a work plan that optimizes productivity. The increase in produc-
tivity allows employees and managers to reach their goals within the organization.

The impact of diversity in the workplace is surprisingly greater than one would think.
Studies show that putting together a team composed of people with the same ethnic
background and personality may cause conflicts and decrease productivity. As opposed
to a team that is composed of people with different ethnic backgrounds and personal-
ities which allows for a higher rate of productivity and a lower rate of conflict. A study
that was conducted, people with the same backgrounds tend to have many internal
issues dealing with pride and competitiveness amongst one another that may reduce
productivity process due to unmade decisions by the group. Teams assembled together
that consist of different ethnicities and backgrounds tend to have less conflict because
people have more understanding for one another, tend to be more creative and have
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skills that accent each other. These teams also seem to have a higher rate of productiv-
ity simply because each brings a set of different tools to the table, from different kinds
of experiences and trainings.

Because people all have a unique way of learning, thinking and processing, it is more
likely to be that a group composed of different minds may have several solutions to a
problem. Teams like this have a tendency to see things in different angles and are able
to catch any errors that may be presented. Businesses that have these types of groups,
have a lower turnover rate, have less chances of having flaws in their product(s) and
tend to be able to come up with many creative techniques as opposed to their competi-
tors. An unhealthy work atmosphere is often the cause of high conflict levels in a com-
pany. People require a feeling of belongingness and security. When they feel supported
in their ideas and beliefs they become more productive. At the foundation, all of today’s
skilled workers expect to be treated fairly and with respect. If not, they will soon find
other jobs elsewhere, where they will receive their reward. Turnover is expensive and
unproductive yet some employers ignore it. Moreover, stakeholders are now demand-
ing that any organization they invest in must conform to practices that encourages low
employee turnover, provides a healthy workplace, rewarding team performance, and
empowers workers to express themselves with an open mind.

Workplace Diversity Challenges

As with any positive aspects to diversity in a work place environment, there are also
negative ones that can cause problems for a division and more importantly, a company.
There can be numerous issues that can be identified that can undoubtedly affect the
performance of a company. The first challenge is communication problems in a work
environment and how it hinders performance of workers when left unresolved. Em-
ployers should ensure that communication barriers are fixed at once due to the huge ef-
fect that it will have when workers are left unable to communicate with each other due
to differences in languages. It will greatly affect not only the workplace environment,
but also the whole business as well. Another type of challenge that a business may face
is when they have workers that show resistance to change. Some workers sometimes
are stubborn and do not adhere to new rules that are being set up by the company.
These type of workers rebel and retaliate to the company by sabotaging their employ-
ers in different ways just to show their discontent. The final challenge is ethnocentrism
and discrimination in the workplace. It is unfortunate, sometimes, that some business
establishments show favoritism among their employees. Some managers or bosses fa-
vour one person or group of people over another. This is unhealthy for a business be-
cause fairness and equality is what makes up a great team. Without a great team and
teamwork among the workers, no business will thrive long enough. Bosses who climb
the ladder through favoritism will put employees who know the job down because they
feel threatened and cause most of those employees to leave for other employers who
are looking for better performance. Also bosses who for some reason will hate or envy
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a particular employee tend to gang up with other subordinates against that individual,
making the environment unhealthy to work in for that individual. Diversity in some
corporations is fake because it is almost always because the company is influenced by
fear of lawsuits rather than by a genuine desire for greater diversity. They are just using
a process of putting on a public relations show that has very little or no true commit-
ment to the underlying principles entailed in diversity training or implementation.

Workplace Diversity Solutions

Addressing the main problem is the first step in finding a solution. Workplace diversity
will be a permanent fixture in the workforce, and companies will need to create better
diversity management action plans in order to better accommodate the changing busi-
ness environment. In addition to effectively managing a diverse workforce, companies
will need to create and or learn how to create a diverse workplace. In the following
paragraphs below author will address both issues and provide useful tips for companies
to use in order to manage diversity in the workplace and solutions to common issues
that arise in a diverse workplace.

Workplace diversity is much more prominent nowadays than ever before. This growing
change calls for immediate action from organizations in order to better accommodate
the changing business environment. Organizations will need to rethink and remove any
preconceived notions about previously thought knowledge of diversity management, be-
cause it has since evolved into a greater force in today’s business environment. Overall,
management will need to invest wisely and spend a considerable amount of resources in
diversity management in order to better equip their companies to handle the issues that
accompany a diverse workplace. “A strategy must be created and implemented to create
a culture of diversity that permeates every department and function of the organization”.

Greenberg lists two recommended steps that an organization must address in order
for a company to successfully manage diversity in the workplace, as Assessment and
implementation of diversity in the workplace.

Assessment of Diversity in the Workplace

a. Assessing and evaluating the diversity process should be an integral part of your
organizations management system. This can help your management team de-
termine challenges and obstacles to diversity which are present in your work-
place and which policies need to be added or eliminated.

b. Pass out flash cards to employees to write down their most valued co-workers
on a quarterly basis. The employee’s name that does not show up in most cards
should be monitored. A conversation should be held with this worker to find
out what is going on. This way, you will know whether there is discrimination
or conflict going on.
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Implementation of Diversity in the Workplace Plan

a. Personal commitment of executive and managerial teams is a must. It is imper-
ative that leaders and managers within organizations must incorporate diversi-
ty policies into every aspect of the organization’s functions and purpose. Over-
all, the diversity workplace plan must flow through all levels of the organization
in order for the diversity management and workplace plan to be successful.

b. Some of the tools as suggested by McLaren, are as follows:
« Organize diversity training for employees at all levels.
« Allow affinity networking among employees with similar backgrounds.

« Conduct learning sessions among groups, during which employees share
with each other how their varying beliefs, cultures, and traditions shape
their professional and personal lives.

« Set-long term goals and develop diversity practices during recruitment, ap-
praisal and lay-off.

« Encourage employees to confide in their superiors about problems of dis-
crimination.

« Carefully analyze the diversity at each employment rank and level.
« Reward the attainment of diversity goals from time to time.

« Develop training for diversity leadership.

» Actively promote successes of diversity.

It is also essential that businesses incorporate training in cultural diversity in the work-
place, not only to top management but to every member of the workforce. Education
and training in cultural diversity can better prepare employees to better understand
and respect cultural differences amongst each other. Training and education in cultur-
al diversity also helps employees learn to collaborate and work together to achieve the
company’s goals. It is also important to include employment laws regarding discrim-
ination in the workplace as part of the education and awareness training in cultural
diversity.

The key to create a successful diverse work place lies within your organization. When
a business addresses the issues and problems that are unique to their organization,
diversity is sure to have a positive impact on their business. In addition, when an orga-
nization understands the importance of investing in diversity management and how it
will benefit the company overall, they sure will reap the sweet fruits of their investment.
Diversity should be a voluntary and strong exercise instead of a mandatory training just
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because you fear lawsuits. It should not be a safety measure to keep corporations from
getting into trouble.

Workplace diversity is very important in every business. It is essential that manage-
ment in any business focus and prioritize diverse hiring due to the many benefits that
diversity brings. Although there are some minor setbacks, the impact of diversity in
every organization is more beneficial. Diversity will soon be a fixture in the future work
environment, the globalization of business is fast approaching and the need to create a
work environment that will foster a diverse workforce is pressing on the heels of busi-
nesses everywhere. It will be futile to fight it and remain stuck in the traditional form of
management, because there is no such thing as a one size fits all management plan for
all businesses. Each of the different companies will have to create a diversity manage-
ment plan that will fit them and their unique needs. The advantages of having a diverse
workplace are great and are very beneficial to any company. Although it will be more
of a challenge at first, businesses will soon learn that they have done the right thing in
choosing a diverse work force. Creating a strong diversity plan should be the first thing
any business should do prior to embarking on anything related with a diverse work-
force and workplace. A diversity management plan need not sound tedious to make and
enforce, there are many studies that show what usually works for companies and also
includes common problems that often occur from diverse workplaces. Diversity train-
ing or management should not be created for the lone purpose of legal requirements.
Workplace diversity is not a trend, businesses need to take note of its importance and
do something now because, in the future, they will surely reap the benefits of having a
diverse workplace and you will see that it is a good idea and if it is done correctly and
with an open mind to it.
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Team Behavior and Group Dynamics

People forms groups in order to interact and achieve particular objectives. The different
types of communication which take place within organizations and groups are down-
ward communication, upward communication, horizontal communication and diag-
onal communication. This chapter discusses in detail these theories related to group
dynamics and team behavior.

Team |

The people working in a factory form a group because, in the context of their occupa-
tion, they interact with one another more than they interact with other people, so far
as their occupation goes. Group is basically a collection of two or more persons. The
society or the organisations are themselves huge groups of people.

Group can be defined as two or more individuals interacting and interdependent, who have
come together to achieve particular objectives. According to Edgar H. Schien, “a group may
be defined as a social phenomenon in which two or more persons decide to interact with
one another, share common ideology and perceive themselves as a group.” A group is de-
fined as two or more individuals who are connected to one another by social relationships.

Features of a Group
1. Two or more people in social interaction.
2. Rewards to members.
3. Stable structure.
4. Members share common interests or goals.

5. Individuals must perceive themselves as a group.

Classification of Groups or Teams

All persons who are working in an organisation belong to different groups within the
organisation. Groups may be classified on the basis of purpose, extend of structuring,
process of formation and size of group membership. On analytical point of view groups
may be classified into.
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Formal Groups: A designated work group defined by the organization’s structure. A
formal group is set up by the organization to carry out work in support of the organiza-
tion’s goals. In formal groups, the behaviours that one should engage in are stipulated
by - and directed toward - organizational goals. Examples include a book-keeping de-
partment, an executive committee, and a product development team. Formal groups
may be command groups or task groups.

Command Group: A command group consists of a manager and the employees
who report to him or her. Thus, it is defined in terms of the organization’s hi-
erarchy. Membership in the group arises from each employee’s position on the
organizational chart.

Task Group: A task group is made up of employees who work together to com-
plete a particular task or project. A task group’s boundaries are not limited to
its immediate hierarchical superior. It can cross command relationships. An
employee’s membership in the group arises from the responsibilities delegated
to the employee -that is, the employee’s responsibility to carry out particular
activities. Task group may be temporary with an established life span, or they
may be open ended.

Committee: A group of people officially delegated to perform a function, such
as investigating, considering, reporting, or acting on a matter. Committee, one
or more persons appointed or elected to consider report on, or take action on a
particular matter. It investigates analyses and debates the problem and makes
recommendation. Committee usually has their own committee member com-
prising of advisory authority, secretary and others. Recommendation is sent to
the authority that is responsible for implementing them.

Characteristics of Formal groups

Created to carry out some specific task or to meet a required goal.
Explicitly stated defined structure, procedural rules and membership.

Relatively permanent of temporary (e.g. steering group or problem solving
group).

Defined roles and designated work assignments.
Well Defined norms.

Specified goals and deadlines.

Informal Groups: An organization’s informal groups are the groups that evolve to meet
social or affiliation needs by bringing people together based on shared interests or
friendship. Thus, informal groups are alliances that are neither formally structured nor
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organizationally determined. These groups are natural formations in the work environ-
ment that appear in response to the need for social contact. Many factors explain why
people are attracted to one another. One explanation is simply proximity; when people
work near one another every day, they are likely to form friendships. That likelihood
is even greater when people also share similar attitudes, personalities, or economic
status.

« Friendship Groups: Groups often develop because the individual members
have one or more common characteristics. We call these formations ‘friend-
ship groups’. Social alliances, which frequently extend outside the work sit-
uation, can be based on similar age, same political view, attended the same
college, etc.

« Interest Groups: People who may or may not be aligned into common com-
mand or task groups may affiliate to attain a specific objective with which each
is concerned. This is an interest group.

« Reference Groups: Sometimes, people use a group as a basis for comparison in
making decisions or forming opinions. When a group is used in this way, it is
a reference group. Employees have reference groups inside or outside the or-
ganization where they work. For most people, the family is the most important
reference groups. Other important reference groups typically include co-work-
ers, friends, and members of the person’s religious organization. The employee
need not admire a group for it to serve as a reference group. Some reference
groups serve as a negative reference; the employee tries to be unlike members
of these groups.

« Membership Groups: When a person does belong to a group (formal and infor-
mal groups to which employees actually belong) the group is called a member-
ship group (or affiliation group) for that person. Members of a group have some
collection of benefits and responsibilities that go beyond the group serving as
a reference point. In a membership group, each member would be expected to
contribute to the group’s well being and would enjoy the benefits arising from
the group members’ friendship.

* Cliques: A relatively permanent informal groups that involves friendship.
Most of the relationships came down to two cliques, each with a hanger-on,
and some isolates. The groups included several different professions. They de-
veloped ideas about each other. Clique membership acted as a form of social
control, forcing people to conform to group desires. The groups established
norms regarding output, treatment of supervisor, reciprocity and other inter-
personal relations. The cliques served as a system for sense making about or-
ganizational events. They developed their own set of beliefs, explaining things
to each other.
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Table: difference between formal and informal groups.
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Basis Formal group Informal groups

Formation Legally consitituted, rationally designed, | Emerges naturally and spontaneously
and consciously planned

Existence Normally formal group does not arise be- | Informal group emerges while work-
cause of informal group ing in formal group

Purpose Well-defined and centres around survival, | Ill-defined and centres around
growth, profit, service to society friendship, goodwill, unity and so on

Relationship Superior-subordinate relationship Personal, and social relationship

Influenced by Rationality and leaves no scope for person- | Personal, social and emotional factors
al, social and emotional factors

Communication Unity of command and line of authority | Pattern is grapevine, which is natu-
followed ral, haphazard and intricate

Leadership Based on formal authority and position Based on individual competence and

group acceptance
Boundaries Operates within set boundaries No bounds, operates in different di-
rections

Nature & Emphasis | Normative and idealistic, emphasis on ef- | Reflects actual functioning, charac-
ficiency and control bring in rigidity and | terised by relative freedom, sponta-
bureaucracy in processes and practices neity, homeliness and warmth

Work Groups

Work groups are a part of task groups in employment settings and goal focussed groups
in a variety of non-employment situations. A work group is a group that interacts pri-
marily to share information and to make decisions to help one another perform within
each member’s area of responsibility with a given work or organisation.

Features of Work groups
1. Work groups are composed of two or more individuals.
2. Itis formed to perform organisationally designed tasks.

3. The members of the group are attracted to it and are loyal to its members, in-
cluding the leader.

4. The superior of each work group exerts a major influence in establishing the
tone and atmosphere of that work group by his or her leadership principles and
practices.

5. There is high motivation in the group to use the communication process so that
it best serves the interests and goals of the group.

6. It exhibit task interdependencies.
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7.

The group is eager to help each member develop to his or her full potential.

8. These work groups have a developmental life span. They form, mature and

evolve over time.

Types of Work Groups

1.

Production Groups - consists of core employees who involved in producing of
tangible products. e.g., automobile assembly. It includes bottom line employ-
ees, supervisors and foreman.

Service Groups - they engage in repeated transactions with customers e.g., air-
line attendants.

Management groups - include all medium level and top level managers. The
primary responsibility of these managers is directing and coordinating lower
level units under their authority.

Project Groups - are formed to accomplish certain tasks or projects which are
completed within a period of stipulated time. These are temporary groups that
execute specialised time constrained tasks and eventually dissolve after the
completion of the project. E.g., new product development.

Action and performing groups - are composed of interdependent exerts who
engage in complex time-constrained performance events,. Examples include
aircrews, surgical teams and military units.

The Reasons of People joining Groups

People join in groups for a variety of reasons like

Security
Status
Self-esteem
Affiliation
power

Goal achievement.

They join functional groups simply by virtue of joining organizations. People you ac-
cept employment to earn money or to practice their profession. People in existing func-
tional groups are told, are asked, task forces and teams. People join informal or interest
groups for a variety of reasons, most of them quit complex. Indeed, the need to be team
players has grown so strong today that many organizations will actively resist hiring
someone who does not want to work with others.

I103I

L



Understanding Organizational Behavior

« Interpersonal Attraction: One reason why people choose to form informal or
interest groups is that they are attracted to one another. Many different factors
contribute to interpersonal attraction. Attraction is increased when people have
similar attitude, personalities, or economic standings.

« Group Activities: Individuals may also be motivated to join a group because
the activities of the group appeal to them. Jogging, playing war games and fly-
ing model airplanes are all activities that some people enjoy. Many of them are
more enjoyable to participate in as a member of a group and most require more
than one person. Of course, if the groups level of interpersonal attraction is very
low, a person may choose to forget the activity rather than join the groups.

« Group Goals: The goal of a group may also motivate people to join. The Sierra
Club, which is dedicated to environmental conservation, is an example of this
kind of interest group. Member may or may not be personally attracted to the
other fund raisers, and they probably do not enjoy the activity of knocking on
doors asking for money but they join the group because they subscribe to its
goal. Workers join unions like the United Auto Workers because they support
its goal.

« Need Satisfaction: Still another reason for joining a group is satisfy the need
for affiliation. New residents in a community may join the New Comers Club
partially just to be around other people. Likewise, newly divorced people often
join support groups as away to have companionship.

« Stages of group development: Groups tend to develop in stages. As you work
with a support group, or with almost any group of people who are working to-
gether toward a common cause, you’ll be able to see the progression. As a facil-
itator, knowing what to look for and how to manage the challenges can have a
big impact on how your group progresses.

As with many things, the progress of a group isn’t always neat and tidy. Sometimes
groups will regress to an earlier stage if there’s a major change, if a group member
leaves or another is added, or for various other reasons. Having said that, here’s an
overview of how groups typically develop and progress.

Stage 1- Orientation (Forming)

Group members are learning what to do, how the group will operate, what’s expected,
and what’s acceptable. Students watch the facilitator and each other for cues and clues,
and seek guidelines and stated expectations. They want to feel safe and comfortable,
and many will do only limited sharing until that comfort zone is established.

Some students will be comfortable sharing openly even on the first day, either because
they enjoy this type of interaction, or because they already feel comfortable with the
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facilitator and the other students in the group. As a facilitator, you can call on these
students to give examples, be the first to answer questions, and model positive interac-
tions for the other group members.

In this stage, most team members are positive and polite. Some are anxious,
as they haven’t fully understood what work the team will do. Others are simply
excited about the task ahead.

As leader, you play a dominant role at this stage, because team members’ roles
and responsibilities aren’t clear.

This stage can last for some time, as people start to work together, and as they
make an effort to get to know their new colleagues.

Stage 2- Power Struggle (Storming)

A things progress, it’s normal for some power struggles to emerge. As students become
more comfortable, they may challenge each other or the facilitators, attempt to form
cliques and exclude or ignore certain students, and push limits. This can be frustrating
for everyone involved, but it helps to know it’s just a stage, and things tend to get much
better once it’s past.

Next, the team moves into the storming phase, where people start to push
against the boundaries established in the forming stage. This is the stage where
many teams fail.

Storming often starts where there is a conflict between team members’ natural
working styles. People may work in different ways for all sorts of reasons but, if
differing working styles cause unforeseen problems, they may become frustrated.

Storming can also happen in other situations. For example, team members may
challenge your authority, or jockey for position as their roles are clarified. Or,
if you haven’t defined clearly how the team will work, people may feel over-
whelmed by their workload, or they could be uncomfortable with the approach
you're using.

Some may question the worth of the team’s goal, and they may resist taking on
tasks.

Team members who stick with the task at hand may experience stress, particu-
larly as they don’t have the support of established processes, or strong relation-
ships with their colleagues.

Stage 3- Cooperation and Integration (Norming)

This is where being in group becomes fun and enjoyable most of the time. Group inter-
action becomes easier, more cooperative, and productive, with balanced give and take,

I105I

L



Understanding Organizational Behavior

open communication, bonding, and mutual respect. If there is a conflict or disruption,
it’s relatively easily resolved and the group gets back on track. Group leadership is still
important, but the facilitator can step back a little and let group members initiate more
and move forward together.

« Gradually, the team moves into the norming stage. This is when people start
to resolve their differences, appreciate colleagues’ strengths, and respect your
authority as a leader.

« Now that your team members know one another better, they may socialize to-
gether, and they are able to ask one another for help and provide constructive
feedback. People develop a stronger commitment to the team goal, and you
start to see good progress towards it.

« There is often a prolonged overlap between storming and norming, because, as
new tasks come up, the team may lapse back into behaviour from the storming
stage.

Stage 4 — Synergy (Performing)

Not every group reaches this level, and if you spend most of a school year in Stage 3, it
will still be a productive and enjoyable group. Synergy emerges when the group shifts
or evolves into another level, often without realizing what’s happening. Here, there’s
a sense of group unity, group members looking out for each other even outside of the
group setting, deepening friendships or bonds, and a dynamic energy no matter what
the task. This is the epitome of “The whole is greater than the sum of its parts.”

« The team reaches the performing stage, when hard work leads, without friction,
to the achievement of the team’s goal. The structures and processes that you
have set up support this well.

» As leader, you can delegate much of your work, and you can concentrate on
developing team members.

« It feels easy to be part of the team at this stage, and people who join or leave
won’t disrupt performance.

Stage 5 — Closure (Adjourning)

The closure stage of a group can be confusing and disconcerting if you don’t know it’s
coming. After weeks or months of a smoothly running group, as the end of group or the
school year approaches, things may start to fall apart for no apparent reason. Students
may bicker with and criticize each other, and anger may surface in unexpected ways.

This is a normal part of group process. Many students (and adults, for that matter) have
no idea how to deal with endings, goodbyes, or losses, and they don’t know how to find
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closure. Being angry with each other, or in conflict, is easier for many students than
feeling or addressing the sadness of saying goodbye. It’s easier for most to be angry
than to be vulnerable. Students who have abandonment issues may become especially
argumentative or unruly.

Many teams will reach this stage eventually. For example, project teams exist
for only a fixed period, and even permanent teams may be disbanded through
organizational restructuring.

Team members who like routine, or who have developed close working rela-
tionships with colleagues, may find this stage difficult, particularly if their fu-
ture now looks uncertain.

| Forming |

!

| Storming ‘

|

| Norming |

|

| Performing |

|

| Adjourning |

process of group deveopment.

Group Behaviour

Group behaviour” refers to the ways people behave in large- or small-group situations.
People join groups for a multitude of reasons, most frequently because membership
satisfies a need of the individual. Group membership can provide companionship, sur-
vival and security, affiliation status, power and control, and achievement. There is cur-
rently no universal description of what constitutes a group, though research has identi-
fied a few common requirements that contribute to recognition of a group:

Interdependence — Individual members must depend, to some degree, on the
output of the collective members.

Social interaction — Accomplishing a goal requires some form of verbal or non-
verbal communication among members.

Perception of a group — All members of the collective must agree they are part
of the group.

Commonality of purpose — All members of the collective come together to at-
tain a common goal.

Favouritism—Members of the same group tend to be positively prejudiced to-
ward other members and discriminate in their favour.
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How Groups Influence Individual Behaviour

Individual behaviour and decision making can be influenced by the presence of oth-
ers. There are both positive and negative implications of group influence on individual
behaviour. For example, group influence can often be useful in the context of work
settings, team sports, and political activism. However, the influence of groups on the
individual can also generate negative behaviours.

While there are many ways a group can influence behaviour, we will focus on three key
phenomena: groupthink, group shift, and individuation.

Groupthink happens when group members, faced with an important choice, become
so focused on making a smooth, quick decision that they overlook other, possibly more
fruitful options. Group shift is a phenomenon in which the initial positions of individu-
al members of a group are exaggerated toward a more extreme position. Deindividua-
tion happens when a person lets go of self-consciousness and control and does what the
group is doing, usually with negative goals or outcomes. Besides these, the important
forces of group behaviour are:

1. Member resources - members’ knowledge, abilities, skills and personality char-
acteristics such as sociability, self-reliance and independence are the resources
which decides the success of a group.

2. Group size - it may vary from a small size of two to a large number of people.
Small groups are effective than large groups.

3. Group roles - in formal groups, roles are always predetermined and assigned to
members. Group roles may be:

a. Work roles - like initiator, informer, clarifier, summariser and reality mas-
ter.

b. Maintenance roles-social - emotional activities including harmonizer, gate-
keeper, consensus tester, encourager and compromiser.

c. Blocking roles - are activities that disrupt the working of a group. They of-
ten resist ideas, disagree with group members for personal reasons and will
have hidden agendas. This behaviour may be positive or negative. Their
roles includes aggressor, blocker, dominator, comedian and avoidance be-
haviour.

4. Group Norms — define the acceptable standard or boundaries of acceptable and
unacceptable behaviour, shared by group members. Each group will create its
own norms to follow by group members. Group apply pressure on members
and force them to conform to the group’s standards. The norms often reflect the
level of commitment, motivation and performance of the group.

I108I

L1



Team Behavior and Group Dynamics

5. Group cohesiveness - refers to bonding of group members or unity, feelings of
attraction for each other and desire to remain part of the group. Many factors
are responsible for group cohesiveness such as agreement to group goals, fre-
quency of interaction, personal attractiveness, inter group competition, favour-
able evaluation, etc. It also depends on the degree of difficulties to obtain group
membership. If it is difficult to obtain an entry into a group, the cohesiveness
of the group will be more and vice versa. Groups also show more cohesive when
there are strong competitions with other groups or face a serious external threat
to survival. Smaller groups and those who spend considerable time together
also tend to e more cohesive. Cohesiveness has many positive effects like worker
satisfaction, low turnover and absenteeism and higher productivity. But highly
cohesive group may be detrimental to organisational performance if their goals
are contradictory to organisational goals.

6. Group Processes - decision making by a group is superior, because group gener-
ates more information and knowledge, generates diverse alternatives, increases
acceptance of a solution, and increases legitimacy. The demerits are decisions
take longer time, minority is dominated, pressure is applied to conform to group
decisions, and none is responsible for the decisions.

Group Dynamics

The term “group dynamics” refers to the interactions between people who are talking
together in a group setting. Group dynamics can be studied in business settings, in vol-
unteer settings, in classroom settings, and in social settings. Any time there are three or
more individuals interacting or talking together, there are group dynamics.

Group dynamics involve the study and analysis of how people interact and communi-
cate with each other in face-to face small groups. The study of group dynamics provides
a vehicle to analyse group communications with the intent of rendering the groups
more effective.

In its most basic sense, Group dynamics is used to describe something that is happen-
ing in all groups at all times, whether anyone is aware of it or not. “Group dynamics”
used in this way refers to the complex forces that are acting upon every group through-
out its existence which cause it to behave the way it does.

We can think of every group as having certain relatively static aspects — its name, con-
stitutional structure, ultimate purpose, and other fixed characteristics. But it also has
dynamic aspects -- it is always moving, doing something, changing, becoming, inter-
acting, and reacting. And the nature and direction of its movement is determined by
forces being exerted on it from within itself and from outside. The interaction of these
forces and their resultant effects on a given group constitute its dynamics. In this sense,
“group dynamics” is to groups what “personality dynamics” is to individuals. It is a phe-
nomenon that occurs naturally; nobody invents it.
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Dynamics of Group Formation

There is no single reason why individuals join groups. Different groups offer different
benefits to their members. The most popular reason for joining a group are:

1.

Proximity, Interaction and Influence: One of the most common reasons why
people join groups is because they work near each other. Informal groups seem
to form among those who are in close proximity. When people have frequent
interaction or contact with one another, there is likelihood that they will form a
group. Finally, if the behaviour of one individual influences that of others, they
are likely to form a group.

Security: Probably the strongest reason to join the group is the need for secu-
rity. By joining a group we can reduce our insecurity — we feel stronger. New
or experienced, no employee likes to stay alone. We derive reassurance from
interacting with others and being part of a group. This often explains the appeal
of unions — if management creates an environment in which employees feel
insecure, they are likely to turn to unionization in order to reduce their feelings
of insecurity.

Affiliation: people join the groups because it provides them an opportunity to
have regular company with those with whom they share something common.
Individuals may seek out others at work who shares common hobbies or com-
mon back grounds.

Power: Membership of groups offers power to members in at least two ways.
First, there are sayings such as “United we stand, divided we fall” and “there
is strength in number.” Secondly, leadership of an informal group enables an
individual to use power over group members, even if he does not enjoy a formal
position of authority in the organization.

Esteem: An individual can increase his self-esteem through group membership.
One may gain esteem by becoming a member of a high status group. Associating
with high status people is reinforcing.

Task functions:

a. Generating new ideas or creative solution requires inputs from a large
number of individuals.

b. Co-ordination of several groups.
c. Teaching methods to new comers.
d. Facilitate the implementation of complex decisions.

e. A complex task which cannot be performed individually.
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Group Norms

Norms are acceptable standards of behaviour within a group that are shared by the
members of the group. Norms define the boundaries of acceptable and unacceptable
behaviour. They are typically created in order to facilitate group survival, make be-
haviour more predictable, avoid embarrassing situations, and express the values of the
group. Each group will establish its own set of norms that might determine anything
from the appropriate dress to how many comments to make in a meeting. Groups exert
pressure on members to force them to conform to the group’s standards. The norms
often reflect the level of commitment, motivation, and performance of the group.

Group norms are the informal guidelines of behaviour and a code of conduct that pro-
vides some order and conformity to group activities and operations. These rules are ex-
pected to be followed by all the group members. These norms and rules usually develop
gradually and informally as group members learn as to what behaviours are necessary
for the group to function effectively.

Performance norms determine how quickly members should work and how much they
should produce. They are created in an effort to determine levels of individual effort.

Reward-allocation norms determine how rewards are bestowed upon group mem-
bers. For example, the norm of equality dictates equal treatment of all members. Every
member shares equally so rewards are distributed equally to everyone. Equity norms
suggest that rewards are distributed according to the member’s contribution.

The majority of the group must agree that the norms are appropriate in order for the
behaviour to be accepted. There must also be a shared understanding that the group
supports the norms.

It should be noted, however, that members might violate group norms from time to
time. If the majority of members do not adhere to the norms, then they will eventually
change and will no longer serve as a standard for evaluating behaviour. Group mem-
bers who do not conform to the norms will be punished by being excluded, ignored, or
asked to leave the group.

Types of Group Norms
Behaviour Norms

These are rules and guidelines defining the day-to-day behaviour of people at work.
This behaviour pattern may include punctuality as a habit, completing any given as-
signments within the required time framework, not losing temper, showing respect
for other member’s opinions, not monopolizing the conversation and so on. Certain
professionalism is expected from all members and this professionalism is predictable
form of behaviour.
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Work Norms

Work norms regulate the performance and productivity of individual members. An
overly ambitious worker who produces more is considered as much a deviate from the
norms as a worker who is an under producer. Work norms usually put an acceptable
level of productivity, within reasonable tolerances so that comparatively poor perform-
ers can also be accommodated and that they do not become a burden on their peers.

Workers performing below the lower acceptable level are generally informally repri-
manded and encouraged to produce more. On the other hand, rate-busters who per-
form above the upper acceptable limit set by the group are also ostracized for encour-
aging the management to raise its expectations.

Reasons for Strong Enforcement of Norms

Group norms are generally reinforced if all members agree to abide by them and the
members will agree if they firmly believe that adherence to such norms will facilitate
group goals achievement or ensure group survival and additionally, such norms do
not conflict with individual values and principles. Also, the norms are reinforced if the
members value their membership in the group and do not like the outcomes of violat-
ing them. The outcome of violating the group norms must be sufficiently consequential
in order to discourage members to deviate from them.

The groups enforce compliance with norms in many ways. They can reward people who
comply with group norms by appreciating them, by listening to them in a respectful
manner and by making them leaders of the group. Also, they can take negative actions
against those persons who deviate from group norms in the form of ridicule or ‘silent
treatment’ or by withdrawing privileges or by ultimate action of expelling them from
the membership of the group.

Conditions where group norms will be strongly enforced are as follows:
« If the norms facilitate group success or ensure group survival,

+ Ifthe norms simplify or predict regarding the behaviour which is expected from
group members,

« If the norms emphasize the roles of specific members within a group, and

« If the norms help the group to solve the inter-personal problems themselves.

Group Cohesiveness

Cohesiveness refers to the bonding of group members and their desire to remain part of
the group. Many factors influence the amount of group cohesiveness. Generally speak-
ing, the more difficult it is to obtain group membership the more cohesive the group.
Groups also tend to become cohesive when they are in intense competition with other
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groups or face a serious external threat to survival. Smaller groups and those who spend
considerable time together also tend to be more cohesive.

Cohesiveness in work groups has many positive effects, including worker satisfaction,
low turnover and absenteeism, and higher productivity. However, highly cohesive
groups may be detrimental to organizational performance if their goals are misaligned
with organizational goals. Highly cohesive groups may also be more vulnerable to
groupthink. Groupthink occurs when members of a group exert pressure on each other
to come to a consensus in decision making. Groupthink results in careless judgments,
unrealistic appraisals of alternative courses of action, and a lack of reality testing. It can
lead to a number of decision-making issues such as the following;:

1. Incomplete assessments of the problem,

2. Incomplete information search,

3. Bias in processing information,

4. Inadequate development of alternatives, and

5. Failure to examine the risks of the preferred choice.

Evidence suggests that groups typically outperform individuals when the tasks involved re-
quire a variety of skills, experience, and decision making. Groups are often more flexible and
can quickly assemble, achieve goals, and disband or move on to another set of objectives.

Many organizations have found that groups have many motivational aspects as well.
Group members are more likely to participate in decision-making and problem-solving
activities leading to empowerment and increased productivity. Groups complete most
of the work in an organization; thus, the effectiveness of the organization is limited by
the effectiveness of its group.

Consequences of Group Cohesiveness

More participation, more conformity, high productivity, more success, more influence,
more communication and more personal satisfaction are some of the consequences of
group cohesiveness. These positive outcomes of group cohesiveness are as follows:

1. More Participation: Because group cohesiveness involves close interpersonal
relationship, the members consider the group as their own, just like a family
and they are motivated to participate actively in group affairs and activities.
Members also try to assist and support other members of the group in times of
need and this strengthens the bonds of friendship.

The turnover rate of members is very low and they look forward to group meetings and
group activities as it gives them an opportunity of social interaction in addition to de-
vising strategies for achieving individual and group goals.
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2. More Conformity: While all individuals who are in the group are unique in many
ways with their own norms, values, beliefs and attitudes and sometimes these
characteristics may be in conflict with the group norms, the members usually
make sacrifices in order to conform to group norms. The cohesive group is gen-
erally able to put subtle pressure on the individual member who ‘deviated’ from
the group norms in order to bring him back to the mainstream.

3. More Success: Success and cohesiveness are interdependent factors. Cohesive-
ness makes the goal achievement easier and goal achievement adds to cohesive-
ness. Cohesive groups are more successful in achieving their goals. The reason
for this relationship is that a high degree of cohesiveness involves a high degree
of communication, participation and conformity to group norms and this result
in successes in achieving them. Thus such coordinated efforts tend to result in
successes in achieving such goals.

4. More Influence: Individual members will respond favourably to the demands of
the cohesive groups in comparison to less cohesive groups. An informally accept-
ed and respected leader of the group can have quite an autocratic authority and
influence over the group members specially when confronting an external threat.

Thus the leader will have considerable influence over the members in shaping
their opinions and operations.

5. More Communication: Communication reduces conflict. The better the com-
munication, the less likely is any misunderstanding among members. Because
the members of the cohesive groups share common values and goals, they are
inclined greater communicativeness. Since communication is key to under-
standing, respect and closeness, it tends to foster and cement positive social
relations as well as deep personal relationships.

6. More Personal Satisfaction: Satisfaction, though a state of mind, is primarily
influenced by positive external factors. These factors include friendliness, re-
spect from other members and self-respect, support, opportunity to interact,
achievement, protection against threats and a feeling of security. Members of
cohesive groups report that they are more satisfied than members of less cohe-
sive groups. This is expected since the members of a cohesive group will not stay
as members if they were dissatisfied.

7. High Productivity: It is quite easy to understand that unity has synergetic effect.
The group effort is expected to bring better results than the sum efforts of indi-
vidual members. However, the outcome of the efforts is a function of not only
group cohesiveness but also group compliance with the organizational goals.

According to Richard M. Steers, ‘specifically, when cohesiveness is high and accep-
tance of organizational goals is high; performance will probably be high. Similar results
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would be expected for low cohesiveness and high goal acceptance, although the results
may not be as strong. On the other hand, performance would not be expected to be
high when cohesiveness is high and goal acceptance is low.” In that case, group effort
will probably be directed away from organizational goals and towards goals valued by
the group.

Factors Influencing Group Cohesiveness

Group size, degree of dependency, physical distances, time spent together, severity of
initiation, cooperation, threat history of past successes are the major factors. These fac-
tors are influencing the group cohesiveness in an organization. We shall discuss about
the above factors below:

1.

Group size: Small group size is a greater probability of being cohesive than large
groups in an organization When team size increases, in this circumstance, pos-
sibility of agreement towards the common goal and mutual interaction decreas-
es. When team increases it restricts inter group and intra group communication
and encourages for the formation of sub groups.

Degree of Dependency: It is a positive between the degree of cohesiveness and
dependency in an organization. It requires greater attractiveness towards goals
in an organization. The greater the degree of dependency which will be greater
attraction and consequently the higher group cohesiveness in an organization.

Physical Distance: It is very important when people working together at a very
close distance are likely to have greater opportunity for interaction in an orga-
nization.

It enhances the free exchange of ideas, sharing the problems and prospects in
an organization. Therefore, it develops closeness among the team members
who leading to greater cohesiveness.

Time spent Together: Time spent together and cohesiveness is positively relat-
ed people who met frequently and spend time together for developing mutual
attraction and interpersonal interaction. Team members are developing friend-
ship and communication among members in an organization.

Severity of Initiation: It is positively correlated towards with cohesiveness when
strict admission procedures are prescribed for entry into group that is creating
severity of initiation.

In this case, the group becomes unique and elite in the eyes of other teams in
an organization.

It arises out of the natural human tendency which share among the team mem-
bers and get benefits for their efforts in an organization.
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6. Cooperation: It is the team spirit that is developed by all team members in the
team. It helps to share their personal opinion, suggestion, and recommendation
relating to group tasks, reward system in a team and teamwork. Well-designed
organization structure promotes greater cooperation in this way cohesiveness is
enhanced.

7. Status: Status and cohesiveness are positively related in an organization. Status
is identity of team and team members and their tasks in an organization Status
will come to heard dedication, achievement, growth and development of the
organization.

8. Threat: It is also considered for determining factors of cohesiveness. External
threat are unpredictable and uncontrollable. Internal threat can be predictable
and controllable, Its impact on the group, its identity, and process in an organi-
zation. Strong and united team can easily face threat in an organization.

9. History of Past Successes: It is very important factors influencing the group
cohesiveness in an organization Past result, performance, growth and devel-
opment is the step stone towards the future goals and mission and vision of an
organization Team will be evaluated the past results and analysis and interpret
future result for survival and growth and development of an organization.

Group Decision Making

Group decision-making (also known as collaborative decision-making) is a situation
faced when individuals collectively make a choice from the alternatives before them.
The decision is then no longer attributable to any single individual who is a member of
the group. This is because all the individuals and social group processes such as social
influence contribute to the outcome. The decisions made by groups are often different
from those made by individuals. Group polarization is one clear example: groups tend
to make decisions that are more extreme than those of its individual members, in the
direction of the individual inclinations.

There is much debate as to whether this difference results in decisions that are better
or worse. According to the idea of synergy, decisions made collectively tend to be more
effective than decisions made by a single individual.

1. Brainstorming: It is a combination of group problem solving and discussions.
It works on the belief that the more the number of ideas, greater the possibility
of having a solution to the problem that is acceptable to all. It starts with the
group generating ideas which are then analysed, with action points based on the
discussions.

2. Nominal group technique: In a nominal group technique, the team divides it-
self into smaller groups and generates ideas quietly. Possible options are noted
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down in writing and the team members further discuss these to narrow down
the possible choices they would like to accept. Team members then discuss and
vote on the best possible choice. The choice that receives the maximum vote is
accepted as the group decision.

3. Multi-voting: It starts with a number of rounds of voting where an individual
casts his/ her vote for the options that are shortlisted. Each individual can cast
one vote at a time. In this way the options favouring the maximum number of
votes is carried to the next round. This process is repeated until a clear winning
option is obtained.

4. Delphi method: In this method of decision making, the facilitator allows team
members to individually brainstorm their ideas and submit their ideas “anony-
mously”. The other team members do not know the owner of the ideas. The fa-
cilitator then collects all the inputs and circulates them among others for mod-
ifying or improving them. This process continues until a final decision is made.

5. Electronic meeting: Here, the decision making process takes place virtually
with the help of technology. Participants type any message they want to convey
and this flashes on the screen of other participating members. In this process,
the identity of the participants can be kept a secret and they can voice their
opinions without any inhibitions.

Turning Groups into Effective Teams

All teams are groups but not all groups are teams. Teams often are difficult to form
because it takes time for members to learn how to work together. People in every work-
place talk about building the team, working as a team, and my team, but few under-
stand how to create the experience of team work or how to develop an effective team.
Belonging to a team, in the broadest sense, is a result of feeling part of something larger
than oneself. It has a lot to do with your understanding of the mission or objectives of
your organization.

In a team-oriented environment, one contributes to the overall success of the organi-
zation. One works with fellow members of the organization to produce these results.
Even though you have a specific job function and you belong to a specific department,
you are unified with other organization members to accomplish the overall objectives.
The bigger picture drives your actions; your function exists to serve the bigger picture.

It is on record that teams are better than groups, because they are more flexible and
responsive to dynamic environment. A work group has no opportunity to involve in
collective works.

It is the work team whose members ‘work intensely on a specific, common goal using
their positive synergy, individual and mutual accountability, and complementary skills’.
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Table: Difference between a Group and a Team.

Group Team

No opportunity to engage in collective work, | Members work intensely with individual and mutual
which requires joint effort. accountability and complementary skills.

No positive synergy to create. Generates positive synergy due to capability of group
members to bounce ideas off one another to correct
one another’s mistakes, to bring a diverse knowledge
base to bear on a problem, and to accomplish work
that is too vast for any one individual to achieve.

Performance not greater than the sum of inputs | Generates greater outputs with no increase in inputs.

Less responsive to dynamic environment More flexible and more responsive to dynamic envi-
ronment.

Team Management - Meaning and Concept

There are some tasks which can’t be done alone. Individuals need to come together, dis-
cuss things among themselves and work together towards the realization of a common
goal. The individuals forming a team should ideally think more or less on the same lines
and should have similar interests and objective. People with absolutely different tastes
can’t form a team. Their goals have to be the same. Every team is formed to achieve
a predefined goal and it is the responsibility of each and every member to contribute
his level best and accomplish the assigned task within the stipulated time frame. The
team members must complement each other and come to each other’s help whenever
required. Individual performances do not matter much in a team and every individual
should strive hard and work in unison.

Understanding Team Management

Team management refers to the various activities which bind a team together by bring-
ing the team members closer to achieve the set targets. For the team members, their
team must be their priority and everything else should take a back seat. They should be
very focused on their goals.

Let us understand Team Management with the help of a real life situation.

Maria was representing the training and development vertical of a leading firm. Joe,
Kathy, Sandra and Tim were reporting to Maria and helped her in designing the various
training programs. Maria left no stone unturned to ensure that all her team members
were satisfied with their job responsibilities. The workload was shared equally among
four of them. Ideas were discussed on an open forum and each of them contributed to
his level best. They went out for movies and stayed in touch even after work.

Maria being the team leader was actually responsible for bringing her team members
closer so that none of them feels left out and all are motivated to deliver their level best.
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With the help of the team management activities, she managed to create a positive
ambience at the workplace and promoted healthy competition in her team.

Types of Teams

1.

Permanent teams - These teams perform on a permanent basis and are not dis-
solved once the task is accomplished. Let us understand the concept with an
example.

Mike, Peter, Joe and Ana had a strong inclination towards branding as well as
promotions and hence were a part of the branding team with a leading organi-
zation. They were primarily responsible for promoting their brand and design-
ing marketing strategies to generate maximum revenue for their organization.
They worked extremely hard and always managed to achieve their targets well
in advance, but their team was always in place and never dissolved. Their orga-
nization never asked them to leave or ever dissolved their team. Such teams are
called permanent teams.

Work or no work, the human resources team, operation team, administration team
always function effectively throughout the year and hence are permanent teams.

Temporary teams - Unlike permanent teams, temporary teams lose their im-
portance, once the task is accomplished. Such teams are usually formed for a
shorter duration either to assist the permanent team or work when the mem-
bers of the permanent team are busy in some other When organizations have
excess of work, they generally form temporary teams which work in association
with the members of the permanent team for the accomplishment of the task
within the stipulated time.

Task Force - Such teams are formed for a special purpose of working on any
specific project or finding a solution to a very critical problem.

The government generally appoints special teams to investigate critical issues
like bomb blasts, terrorist attacks and so on. The task force explores all the pos-
sible reasons which led to a severe problem and tries to resolve it within a given
deadline.

Committee - Committees are generally formed to work on a particular assign-
ment either permanently or on a temporary basis. Individuals with common
interests, more or less from the same background, attitude comes together on a
common platform to form a committee and work on any matter.

To organize any cultural event, organizations generally make committees to
raise funds, invite celebrities and all the major tasks involved to successfully
organize any event. The committee members work together, design strategies
to successfully accomplish the task.
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In educational institutes, various committees are formed where students with a
common interest join hands to organize cultural events and various other activ-
ities required for the all -round development of students.

Organization/Work Force - Such groups are formed in organizations where
team members work together under the expert guidance of leader. A leader or a
supervisor is generally appointed among the members itself and he along with
his team works hard to achieve a common goal. The leader all through must
stand by his team and extract the best out of each team member. He must not
underestimate any of his team members and take his team along to avoid con-
flicts.

Samuel was working with a leading advertising firm with two members report-
ing to him. Samuel always believed in his team members and worked together
with his team and no doubts his team always did wonders and was way ahead
of others.

Self-Managed Teams - Self Managed Teams consist of individuals who work
together again for a common purpose but without the supervision of any lead-
er. Here as the name suggests every individual is accountable for his individu-
al performance. The team members of self-managed teams must respect each
other and should never lose focus on their target. No leader is appointed and
the team members have to take their own responsibility. Individuals take the
initiative on their own and are their own guides and mentors.

Cross Functional Team - Let us understand this with the help of an example.

Maria and Andy both were part of the branding team. They got an assignment
from their superiors to be completed within two days. Unfortunately Andy met
with an accident and was advised complete bed rest. To avoid delays, Peter from
the operations team was shifted to the marketing team to assist Maria for the
time being and form a team. Such teams are called cross functional teams. Ide-
ally the employees should be more or less on the same level to avoid ego hassles.
Individuals from different areas come and work together for a common objec-
tive to form a cross functional team. In such teams, people from different areas,
interests and likings join hands to come out with a unique idea to successfully
complete a task.

. Virtual Teams - Virtual teams consist of individuals who are separated by dis-
tances and connected through computer. Here individuals communicate with
each other online through internet. Sam at Los Angeles can form a team with
Mandy at Mexico and Sara at Denver all working for a common objective but
the communication is totally digital through internet. Such teams are helpful
when employees need to connect with each other and are located at different
places. Individuals supporting any community in social networking sites such
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as facebook or orkut also form a virtual team as all the members are from dif-
ferent locations but support a common community. They all have a common
objective - to support and promote their community.

Characteristics of Effective Teams

1.

There is a clear unity of purpose: There was free discussion of the objectives
until members could commit themselves to them; the objectives are meaningful
to each group member.

The group is self-conscious about its own operations: The group has taken time
to explicitly discuss group process how the group will function to achieve its
objectives. The group has a clear, explicit, and mutually agreed-upon approach:
mechanics, norms, expectations, rules, etc. Frequently, it will stop to examine
how well it is doing or what may be interfering with its operation. Whatever the
problem may be, it gets open discussion and a solution found.

The group has set clear and demanding performance goals: The group has set
performance goals into well-defined concrete milestones against which it mea-
sures itself. The group defines and achieves a continuous series of “small wins”
along the way to larger goals.

The atmosphere tends to be informal, comfortable, relaxed: There are no obvi-
ous tensions, a working atmosphere in which people are involved and interested.

There is a lot of discussion in which virtually everyone participates: It remains
pertinent to the purpose of the group. If discussion gets off track, someone will
bring it back in short order. The members listen to each other. Every idea is
given a hearing. People are not afraid of being foolish by putting forth a creative
thought even if it seems extreme.

People are free in expressing their feelings as well as their ideas: The people in
a group are free to express their feelings, ideas and emotions in the group.

There is disagreement and this is viewed as good: Disagreements are not sup-
pressed or overridden by premature group action. The reasons are carefully ex-
amined, and the group seeks to resolve them rather than dominate the dissenter.

Dissenters are not trying to dominate the group; they have a genuine difference
of opinion. If there are basic disagreements that cannot be resolved, the group
figures out a way to live with them without letting them block its efforts.

Most decisions are made at a point where there is general agreement: However,
those who disagree with the general agreement of the group do not keep their
opposition private and let an apparent consensus mask their disagreement. The
group does not accept a simple majority as a proper basis for action.

I121I

I



Understanding Organizational Behavior

9.

10.

11.

Each individual carries his or her own weight: Meeting or exceeding the expec-
tations of other group members. Each individual is respectful of the mechan-
ics of the group: arriving on time, coming to meetings prepared, completing
agreed upon tasks on time, etc. When action is taken, clears assignments are
made (who-what-when) and willingly accepted and completed by each group
member.

Criticism is frequent, frank and relatively comfortable: The criticism has a con-
structive flavour - oriented toward removing an obstacle that faces the group.

The leadership of the group shifts from time to time: The issue is not who con-
trols, but how to get the job done.

Team building is the collective term for various types of activities used to enhance so-
cial relations and define roles within teams, often involving collaborative tasks. It is
distinct from team training, which is designed to improve the efficiency of the process,
rather than the interpersonal aspect of it.

Steps to Building an Effective Team

The first rule of team building is an obvious one: to lead a team effectively, you must
first establish your leadership with each team member. Remember that the most effec-
tive team leaders build their relationships of trust and loyalty, rather than fear or the
power of their positions.

Consider each employee’s ideas as valuable: Remember that there is no such
thing as a stupid idea.

Be aware of employees’ unspoken feelings: Set an example to team members by
being open with employees and sensitive to their moods and feelings.

Act as a harmonizing influence: Look for chances to mediate and resolve minor
disputes; point continually toward the team’s higher goals.

Be clear when communicating: Be careful to clarify directives.

Encourage trust and cooperation among employees on your team: Remember
that the relationships team members establish among themselves are every
bit as important as those you establish with them. As the team begins to take
shape, pay close attention to the ways in which team members work together
and take steps to improve communication, cooperation, trust, and respect in
those relationships.

Encourage team members to share information: Emphasize the importance of
each team member’s contribution and demonstrate how all of their jobs operate
together to move the entire team closer to its goal.
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Delegate problem-solving tasks to the team: Let the team work on creative solu-
tions together.

Facilitate communication: Remember that communication is the single most
important factor in successful teamwork. Facilitating communication does not
mean holding meetings all the time. Instead it means setting an example by re-
maining open to suggestions and concerns, by asking questions and offering help,
and by doing everything you can to avoid confusion in your own communication.

Establish team values and goals; evaluate team performance: Be sure to talk
with members about the progress they are making toward established goals so
that employees get a sense both of their success and of the challenges that lie
ahead.

Make sure that you have a clear idea of what you need to accomplish: That you
know what your standards for success are going to be; that you have established
clear time frames; and that team members understand their responsibilities.

Use consensus: Set objectives, solve problems, and plan for action. While it
takes much longer to establish consensus, this method ultimately provides bet-
ter decisions and greater productivity because it secures every employee’s com-
mitment to all phases of the work.

Set ground rules for the team: These are the norms that you and the team es-
tablish to ensure efficiency and success. They can be simple directives (Team
members are to be punctual for meetings) or general guidelines (Every team
member has the right to offer ideas and suggestions), but you should make sure
that the team creates these ground rules by consensus and commits to them,
both as a group and as individuals.

Establish a method for arriving at a consensus: You may want to conduct open
debate about the pros and cons of proposals, or establish research committees
to investigate issues and deliver reports.

Encourage listening and brainstorming: As supervisor, your first priority in
creating consensus is to stimulate debate. Remember that employees are often
afraid to disagree with one another and that this fear can lead your team to
make mediocre decisions. When you encourage debate you inspire creativity
and that’s how you’ll spur your team on to better results.

Establish the parameters of consensus-building sessions: Be sensitive to the
frustration that can mount when the team is not achieving consensus. At the
outset of your meeting, establish time limits, and work with the team to achieve
consensus within those parameters. Watch out for false consensus; if an agree-
ment is struck too quickly, be careful to probe individual team members to dis-
cover their real feelings about the proposed solution.
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Team Advantages and Disadvantages

The advantages and disadvantages of teams also need to be considered before deciding
to transition to teams. The following table of team advantages and disadvantages is
an adaptation of work by Medsker and Campion. This list can also be used by existing

teams to self- evaluate their efficacy.

Team Advantages

Team Disadvantages

Team members have the opportunity to learn
from each other.

Some individuals are not compatible with team work.

Potential exists for greater work force flexibil-
ity with cross-training.

Workers must be selected to fit the team as well as req-
uisite job skills.

Opportunity provided for synergistic combi-
nations of ideas and abilities.

Some members may experience less motivating jobs as
part of a team.

New approaches to tasks may be discovered.

Organization may resist change.

Teams membership can provide social facili-
tation and support for difficult tasks and sit-
uations.

Conflict may develop between team members or other
teams.

Communication and information exchange
may be facilitated and increased.

Teams may be time-consuming due to need for coordi-
nation and consensus.

Interdependent work flow can be enhanced.

Evaluation and rewards may be perceived as less powerful.

Potential exists for greater acceptance and
understanding of team-made decisions.

“Free-riding” within the team may occur.

Greater autonomy, variety, identity, signif-
icance, and feedback for workers can occur.

Less flexibility may be experienced in personnel replace-
ment or transfer.

Directions of Communication

Four directions of business communication are: I. Downward Communication II.
Upward Communication III. Lateral or Horizontal Communication IV. Diagonal or

Crosswise Communication.

Every organisation has a multidimensional or multidirectional communication.

The directions in which communication are carried out are:

Downward Communication

Traditionally, the emphasis in business organizations has been on downward commu-
nication. This is because of the hierarchical nature of organizations where all commu-
nication basically and naturally flows from top to bottom. It is the communication that
comes from superiors and flows down to the subordinates.
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Methods of Downward Communication

Downward communication can be written as well as oral. The oral communication is
mostly through information channels. The written downward communication takes
the form of orders, circulars, policy statements, memos and procedural documents.

Example- A CEO (Chief Executive Officer) or a General Manager issuing instructions or
sending letters to various departmental heads.

Objectives
1. To give specific directions about a job
2. To explain procedures
3. To apprise subordinates of their performance

4. To explain the significance of a job given to a subordinate with respect to the
organization’s goals.

Limitations

1. Distortion: Downward communication is often marred by distortion or contor-
tion of the message. Any piece of information loses a bit of its accuracy whenev-
er it passes from one person to another.

In fact, some directions or instructions may not even be understood. This often
affects the accuracy of the information. By the time it reaches the receiver, the
very crux of the communication may be lost.

2. Loss of Information: There is every likely hood of information getting lost in the
huge labyrinth that a business organisation often is. Information in a written
form is considered safer, but even this is likely to get lost.

3. Delay: Downward communication may take a long time to reach the person
concerned. The communication has to go through various levels before reach-
ing the grassroots. This makes downward communication time-consuming. Of-
ten, this delay in downward communication frustrates the top managers who
have issued the communication.

4. Under-Communication and Over-communication: Downward communication
may also be hampered by under-communication or over-communication by the
intervening superiors. The superiors may talk too much at times, and too little
at others. They may, thus, dilute or modify the communication.

5. Built-in Resistance: Downward communication reflects an authoritarian setup.
It prevents subordinates from participating in the decision-making process. It
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gives them a feeling of being talked down to. Subordinates may, therefore, op-
pose the decision or not welcome it wholeheartedly.

Upward Communication

As the term suggests, this channel of communication pushes information upwards. It
starts from the people at the lowest level of an organisation and reaches the top. An
open-door policy, social gatherings, reports, direct correspondence, counseling, etc.
are some common methods of upward communication.

Managers have now recognized the importance of this channel of organizational com-
munication. Until now, it was felt that the right to communicate had been vested only
in the top management.

Methods of Upward Communication

1.

2.

Periodical meetings: These are regular meetings with the staff and subordinates
conducted to invite suggestions, opinions or other ideas.

Written Representations: An example of upward communication is a written
representation given by employees to their superiors as regards what they feel
about the work environment and suggestions regarding improvement.

Informal Gatherings: Parties and get-togethers provide opportunities for the
employees to share their feelings and have an interaction with the superiors.

Suggestion Schemes: The employees are encouraged to give suggestions on the
practices and the systems being followed in the organisation. For this purpose,
a suggestion box may be kept.

Objectives

1.

Feedback: This channel provides the management with the necessary feedback.
On the basis of the feedback, the management can ascertain whether the subor-
dinates have understood a given set of directions properly.

Outlet for held-up Emotions: The employees get an opportunity to vent their
problems and grievances when they communicate with the management.

Positive Suggestions: Quite often, this channel brings forward some very useful
suggestions from the employees, which can be implemented for the organiza-
tion’s benefit.

Harmony: Upward communication creates a congenial atmosphere and brings
the management and the employees closer to each other. It creates a positive
psychological factor as employees feel involved.
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Limitations

1.

Most problems in upward communication are psychological in nature. Most
higher-ups still do not like to be ‘told’ anything about or against their own deci-
sions or wishes.

The employees are also hesitant to walk up to managers and initiate upward
communication.

A common belief among employees is that it may not really be in their interest
to communicate their problems to superiors.

Sometimes managers may not accept certain unpleasant facts. This may lead to
the distortion of this channel of communication.

Subordinates may become too bold and directly approach the top authority with
their complaints. This proves harmful as the relations between the workers and
their immediate superior get strained.

Upward communication may also be used by sycophants for personal gains.
Such employees may try to endear themselves to the superiors by passing on
selective information. Genuine information may, thus, get suppressed or dis-
torted.

Lateral or Horizontal Communication

This kind of communication takes place between departments or people on the same
level in an organizational structure. It is one of the most frequently used channels of
communication.

Face-to-face discussions, telephonic talks, periodical meetings, memos, etc. are the
ways of carrying out this type of communication. It is very important for the smooth
functioning of every organisation as it promotes understanding and coordination be-
tween various departments. Embarrassing situations can arise when there is a lack of
proper horizontal communication.

For example, the production and the marketing departments must interact with each
other because marketing tactics and production planning go hand-in-hand.

Objectives

1.

To create a friendly atmosphere in an organisation.

2. To cut across departmental barriers.

3. To ensure quick feedback.
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Limitations

1. Lateral communication may give birth to gossip. It can be used for rumour
on-going and spreading false information.

2. Good ideas may get suppressed because such communication often comes with-
out authority or sanction for implementation.

3. Lateral communication can be effective only if there is proper coordination.

Diagonal or Crosswise Communication

Diagonal or crosswise communication envisages a horizontal flow of information as
well as interaction across different levels of an organization’s hierarchy. Communica-
tion flows across different levels in an organisation among people who may not have
direct reporting relationships. Diagonal communication is used to speed up the flow of
information.

It makes effective efforts for achieving organizational goals. A great deal of communi-
cation does not follow the organizational hierarchy, but cuts across well-drawn lines.
Channels of such communication are general notices, informal meetings, formal con-
ferences, lunch hour meetings, etc.

Objectives
1. To help in proper coordination.
2. To communicate effectively whether laterally, horizontally and diagonally.
3. To improve mutual understanding.

4. To boost the morale of lower level staff through interaction across all the levels
in the organisation.

Limitations

1. There is a fear of encroachment in diagonal communication. The superiors may
feel bad when their subordinates are given importance, and may even end up
feeling bypassed.

2. The superiors may resist suggestions just because these have come from subor-
dinates. This comes out of a subconscious feeling of not having been part of the
consultation process.

3. Diagonal communication can lead to a network that is extremely complex. An
absence of accepted procedures may lead to internal chaos. The fallout can then
be external displeasure.
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Comparison between Upward and Downward Communication:

Basis of comparison Downward communication Upward communication

Direction Downward communication flows from | Upward communication flows from
higher to bottom level. bottom to higher levels.

Speed Its speed is fast, empowered by authority. | Its speed is slow.

Purpose Its purpose may be to give orders for | Its purpose is to provide feedback
implementing plans. and give suggestions.

Nature Its nature is authoritative and directive. | Its nature is informative and that of

an appeal.

Examples Its examples include orders, circulars, | Its examples include reports, sugges-

notices, etc. tions, grievances, etc.

Models of Communication

Oral Communication

Oral communication implies communication through mouth. It includes individu-
als conversing with each other, be it direct conversation or telephonic conversation.
Speeches, presentations, discussions are all forms of oral communication. Oral com-
munication is generally recommended when the communication matter is of tempo-
rary kind or where a direct interaction is required. Face to face communication (meet-
ings, lectures, conferences, interviews, etc.) is significant so as to build a rapport and

trust.

Advantages of Oral Communication

« There is high level of understanding and transparency in oral communication
as it is interpersonal.

« There is no element of rigidity in oral communication. There is flexibility for
allowing changes in the decisions previously taken.

+ The feedback is spontaneous in case of oral communication. Thus, decisions
can be made quickly without any delay.

« Oral communication is not only time saving, but it also saves upon money and

efforts.

« Oral communication is best in case of problem resolution. The conflicts, dis-
putes and many issues/differences can be put to an end by talking them over.

« Oral communication is an essential for teamwork and group energy.
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Oral communication promotes a receptive and encouraging morale among or-
ganizational employees.

Oral communication can be best used to transfer private and confidential infor-
mation/matter.

Disadvantages of Oral Communication

Relying only on oral communication may not be sufficient as business commu-
nication is formal and very organized.

Oral communication is less authentic than written communication as they are
informal and not as organized as written communication.

Oral communication is time-saving as far as daily interactions are concerned,
but in case of meetings, long speeches consume lot of time and are unproduc-
tive at times.

Oral communications are not easy to maintain and thus they are unsteady.

There may be misunderstandings as the information is not complete and may
lack essentials.

It requires attentiveness and great receptivity on part of the receivers/audience.

Oral communication (such as speeches) is not frequently used as legal records
except in investigation work.

Written Communication

Written communication has great significance in today’s business world. It is an inno-
vative activity of the mind. Effective written communication is essential for preparing
worthy promotional materials for business development. Speech came before writing.
But writing is more unique and formal than speech. Effective writing involves careful
choice of words, their organization in correct order in sentences formation as well as
cohesive composition of sentences. Also, writing is more valid and reliable than speech.
But while speech is spontaneous, writing causes delay and takes time as feedback is not
immediate.

Advantages of Written Communication

Written communication helps in laying down apparent principles, policies and
rules for running of an organization.

It is a permanent means of communication. Thus, it is useful where record
maintenance is required.
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It assists in proper delegation of responsibilities. While in case of oral commu-
nication, it is impossible to fix and delegate responsibilities on the grounds of
speech as it can be taken back by the speaker or he may refuse to acknowledge.

«  Written communication is more precise and explicit.
« Effective written communication develops and enhances an organization’s image.
« It provides ready records and references.

Legal defenses can depend upon written communication as it provides valid records.

Disadvantages of Written Communication

Written communication does not save upon the costs. It costs huge in terms of statio-
nery and the manpower employed in writing/typing and delivering letters.

Also, if the receivers of the written message are separated by distance and if they need
to clear their doubts, the response is not spontaneous.

Written communication is time-consuming as the feedback is not immediate. The en-
coding and sending of message takes time.

Effective written communication requires great skills and competencies in language
and vocabulary use. Poor writing skills and quality have a negative impact on organi-
zation’s reputation.

Too much paper work and e-mails burden is involved.

Nonverbal Communication

Scenario 1 — You are sitting in front of an interview panel with arms crossed. So far you
have not been asked a single question, however, your crossed arms have spoken louder
than the words.

Tip 1 — Never keep your arms crossed especially during formal one-on-one meetings.
It suggests you are not open to feedback and could also suggest that you are trying to
dominate the situation.

Scenario 2 — You are giving a presentation to a group of 20 people. You keep your gaze
fixed at the centre of the class / room through the presentation — your gaze has spoken
louder than your words.

Tip 2 — Your gaze at one person should not be more than 4 - 5 seconds while deliver-
ing a presentation / communicating with a large group unless you are addressing an
individual.

Scenario 1 and 2 clearly demonstrate the importance of Non Verbal Communication.
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Non Verbal Communication

It is communication of feelings, emotions, attitudes, and thoughts through body move-
ments / gestures/eye contact, etc.

The components of Non Verbal Communication are:

Kinesics: It is the study of facial expressions, postures & gestures. Did you know
that while in Argentina to raise a fist in the air with knuckles pointing outwards
expresses victory, in Lebanon, raising a closed fist is considered rude?

Oculesics: It is the study of the role of eye contact in non verbal communication.
Did you know that in the first 9o sec - 4 min you decide that you are interested
in someone or not. Studies reveal that 50% of this first impression comes from
non-verbal communication which includes oculesics. Only 7% of comes from
words - that we actually say.

Haptics: It is the study of touching. Did you know that acceptable level of touch-
ing vary from one culture to another? In Thailand, touching someone’s head
may be considered as rude.

Proxemics: It is the study of measurable distance between people as they inter-
act. Did you know that the amount of personal space when having an informal
conversation should vary between 18 inches - 4 feet while, the personal distance
needed when speaking to a crowd of people should be around 10-12 feet?

Chronemics: It is the study of use of time in non-verbal communication. Have
you ever observed that while AN employee will not worry about running a few
minutes late to meet a colleague, a manager who has a meeting with the CEO,
a late arrival will be considered as a nonverbal cue that he / she does not give
adequate respect to his superior?

Paralinguistics: It is the study of variations in pitch, speed, volume, and pauses
to convey meaning. Interestingly, when the speaker is making a presentation
and is looking for a response, he will pause. However, when no response is de-
sired, he will talk faster with minimal pause.

Physical Appearance: Your physical appearance always contributes towards
how people perceive you. Neatly combed hair, ironed clothes and a lively smile
will always carry more weight than words.

Group Communications and Behavior

Interpersonal communication refers to one-on-one or small group interactions. Re-
search generally suggests that this type of communication is influential in changing
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opinions, dealing with resistance and apathy to issues, and generally maintaining
harmony in social situations — more so than its opposite, mass communication. The
main features of interpersonal media are:

1. They provide a two-way exchange of information. Individual participants can
obtain clarification, explanation and negotiation. This characteristic of inter-
personal networks often allows them to overcome problems of message distor-
tion caused by excessive noise.

2. They generally have a significant effect in persuading an individual to form or to
change a strongly held attitude.

3. In many situations, they can help to resolve conflict because they provide a
means to air personal feelings and deal with misunderstandings or grudges.

Here we discuss interpersonal communication in business and management contexts,
by focusing on cultural influence, team interaction, conflict, information management,
and project management.

Culture

Individuals interact in networks or groups which carry expectations, rules, norms and
ideals. These regulative practices are based on assumptions about the order of things,
values, ethical beliefs, and attitudes towards status and authority - all characteristics of
the misleadingly transparent concept ‘culture’. Meanings about the world and its ob-
jects are constructed in social interactions within or between cultural groups and then
serve to identify the group both socially and globally.

Culture can be defined as a system of activities and discourses, which have been
codified and crystallized by usage, and which reflect the conventional practices of a
group. All collectivities develop a culture over time — a nation has a culture, as do an
organization, a fan club and a gang. Complex societies have a diversity of cultures,
including those of minority groups, such as ethnic cultures, gay culture, etc. The more
complicated a culture becomes, the greater the chance that groups will break apart
to form sub-cultures, which may be alternative (different from the mainstream, but
not challenging it), or oppositional (different from the mainstream and attempting to
change it in their light).

As regards the culture of business or government organisations, this is manifest in such
factors as the organisation’s objectives and ‘mission’, hierarchy (allocation of roles in
order of seniority), internal and external patterns of negotiation, and conflict man-
agement. The organisation’s public image is also significant in making cultural values
apparent and known to others. This is achieved through various community oriented
projects and ecological initiatives, encompassed under the umbrella term Corporate
Social Responsibility (CSR).
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Researchers in business communication have offered several models and taxonomies
of features that help to define the culture of an organisation.

Robbins and Barnwell, for example, distinguish the following as key elements in ana-
lysing business culture:

1. Individual initiative: how much and what kind of responsibility, freedom and
independence do individuals have?

2. Risk tolerance: are employees encouraged to take initiatives and engage in risk
taking behaviour?

3. Direction: are the organisation’s objectives and performance expectations
clearly communicated and implemented?

4. Integration: is it easy for groups within the organisation to operate in a coordi-
nated manner and are they motivated to do so?

5. Management contact: are managers accessible, supportive and helpful to their
subordinates?

6. Control: to what degree and what kind of rules and supervision regulations does
the organisation employ to oversee employee performance?

7. Identity: does the organisation encourage employees to identify with the com-
pany and the company’s public image?

8. Reward system: how and to what degree are employees rewarded for their per-
formance (i.e. through promotion, salary increases, bonus schemes, etc.)

9. Conlflict tolerance: is there a mechanism and/or procedure that allows employ-
ees to communicate conflicts and criticisms?

10. Communication patterns: are communication channels restricted to the formal
hierarchy of command, or are they diverse (i.e. do junior employees have easy
access to senior managers; can members of one section cooperate with mem-
bers of another)?

Answers to these questions would come from surveys of company employees, an exam-
ination of formal company procedures, and case studies involving particular situations
where action and decision making reflect the company’s structure and value system,
i.e. its culture.

Two influential models in the analysis of organisational culture are Geert Hofstede’s
practice dimensions, and House’s GLOBE model.

Hofstede’s work spans approximately a 20 year-period, and is based on two surveys,
one conducted of 116,000 IBM employees scattered over 72 countries, and another
conducted of 1150 male and 1150 female students from 23 countries.
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From this research, Hofstede distinguished five practice dimensions which he used to
classify cultures. These are:

1.

Power distance: The different attitudes to inequality between people. High-pow-
er distance cultures tend to value the following elements: hierarchy, fixed roles,
authoritarian decision-making styles, and conformity. In addition, in such cul-
tures subordinates are not often consulted in decision-making, and, in situa-
tions that involve negotiation, individuals tend to prefer to work with high-sta-
tus negotiators rather than lower-level representatives (exemplified by the ‘I
want to talk to your manager’ symptom). Low-power distance cultures, on the
other hand, tend to value these elements: low hierarchical structure, indepen-
dence, individual initiative, freedom (which could manifest in anything from
the ability to voice dissent to being allowed to dress eccentrically), and consul-
tative decision-making styles. In such cultures, subordinates tend to be consult-
ed, and there is more emphasis on rewards and negotiation.

Uncertainty avoidance: The level of acceptance of an unknown future. High un-
certainty avoidance cultures tend to exhibit the following characteristics: a pref-
erence for engaging in risky behaviour (such as initiating legal action), rather
than waiting to see how a situation will unfold; security through predictability
and routine; adherence to rules, regulations and operating procedures; tradi-
tional gender roles; controlled presence of innovators; and belief in specialists
and experts. Low uncertainty avoidance cultures tend to exhibit these charac-
teristics: patience in taking action; belief in the importance of emotive or intui-
tive response to situations; freedom in gender roles; support for innovation and
experimentation; and belief in generalists.

Individualism versus collectivism: The manner in which individuals are inte-
grated in groups. Individualist cultures generally define identity according to
personal and separate values. They tend to exhibit these characteristics: appre-
ciation of an individual ‘voice’ or opinion; guiltless pursuit of self-interest and
material gain; calculative relationships (exemplified by the ‘what’s in it for me?’
symptom); and individual incentive. On the other hand, collectivist cultures
generally define identity according to group positioning and communal values.
They tend to exhibit these characteristics: decision-making in groups; focus on
the pursuit of the public good; emotional commitment to group membership;
collaborative incentive.

Masculine versus feminine: The manner in which roles and emotive responses
are divided according to gender. This practice dimension reflects traditional
gender roles that associate males with assertiveness and females with nurtur-
ance, and extends these into the organisational domain. Typical characteris-
tics of masculine cultures include: importance of challenge and recognition;
performance or results orientation; a division of individuals into ‘losers’ and
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‘winners’; more men in top management positions; competitive advantage in
manufacturing industries and price competition. Typical characteristics of
feminine cultures include: cooperative orientation; process orientation and
reflexive practice; more sympathy for the disadvantaged; easier for women to
reach top management positions; competitive advantage in service industries
and consulting.

5. Long-term versus short-term orientation: The different values attached to fu-
ture as opposed to immediate results. Long term oriented cultures tend to value
savings and investments, while short-term oriented cultures may be more entre-
preneurial and focus on immediate gains. Long-term oriented cultures tend to
exhibit these traits: persistence; deferral of gratification; a strong market position
and relationship marketing; equality; and provision for old age (which is not seen
as a negative factor). Short-term oriented cultures tend to exhibit these charac-
teristics: schemes that produce fast results; appreciation of leisure time; grasping
opportunities in business affairs; and deferral of concerns regarding old age.

Hofstede’s practice dimensions do not represent exclusive or rigid categories, but rath-
er a continuum of degrees between the two extremes of each dimension. Thus, for ex-
ample, some cultures would probably fall somewhere in between long-term and short-
term oriented or between individualist and collectivist. Also, a temporal element would
come into play, with some cultures changing their positioning over time and under
different circumstances.

For all its success as a research tool, Hofstede’s model carries certain dangers typical
of attempts to construct an abstract modelling of human behaviour. First, as happens
in research based on surveys, the findings tend to be influenced by the wording of the
questions and the circumstances in which the surveys were administered. It cannot be
certain that the results would have remained the same if different wording was used
and the surveys were repeated in different contexts. Second, even if the populations
chosen to be surveyed constituted a representative sample and a substantial number
of respondents were interviewed, the results would still be abstracted from the gener-
al attitudes of a majority. Exceptions that would actually contest the findings or that
would highlight the circumstantial nature of responses are overshadowed. Finally, even
though the results can be used for taxonomies and classifications of cultures, the eval-
uative or interpretative dimension is absent. For example, what does being an individ-
ualist or a collectivist actually mean to particular members of an organisation, and how
does it play out in the social arena?

Bearing these reservations in mind, as anyone who has worked in different organisa-
tions or who has lived in different countries knows, culture is indeed a very influential
factor in behaviour and attitude, in what one can and cannot do, and even in what one
can or cannot imagine doing. In fact, structures and mental frames that determine our
patterns of thinking are deeply embedded in social institutions and in language. To

I136I

L



Team Behavior and Group Dynamics

take one example, the Japanese language has different forms reserved for men and
women, and for degrees of respect based on levels of seniority. In this case, unless a
speaker actually impersonates another, s/he cannot express an identity that his/her
social role is not culturally associated with. Identity is already inscribed in the status
system of the culture and reflected in linguistic form. As Harry Irwin points out with
regard to gender equality in Japan, this begs the question of whether a Japanese female
manager could ever succeed in giving a direct order to a male, and presents a long-term
and deeply rooted difficulty for Japanese women seeking workplace equality’.

The second approach to organisational culture that we consider here is based on Robert
House’s Global Leadership and Organisational Behaviour Effectiveness (GLOBE) mod-
el. The GLOBE model is based on surveys that asked participants to describe cultural
situations both as they experience them in their organisations, and as they think they
should ideally be. The GLOBE survey draws on data from around 17,000 question-
naires completed by middle managers from approximately 825 companies in 62 coun-
tries. The GLOBE project broke the countries surveyed into ten clusters based on geog-
raphy, common language, religion and historical factors. The ten GLOBE clusters are:

« Anglo

« Latin Europe

« Nordic Europe

e Germanic Europe

e Eastern Europe

« Latin America

e Sub-Saharan Africa
+ Arab

« Southern Asia

o Confusian Asia

Building on Hofstede and others’ work on cultural influences on behaviour, the GLOBE
study distinguishes nine cultural dimensions, as set out in the following table:

Table: The Globe Dimensions.

Globe Dimension Description Examples

Assertiveness The degree to which a culture en- | High-scoring cultures (e.g. USA,
courages individuals to be confron- | Austria) value competition and show
tational and competitive as opposed | sympathy for strong people. Low-scor-
to modest and accommodating. ing cultures (e.g. Sweden, New Zealand)
value cooperation and solidarity. They
show sympathy for the underprivileged.
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Future orientation

The degree to which a culture en-
courages such future oriented prac-
tices as investing, planning and de-
laying gratification.

High-scoring cultures (e.g. Singapore,
the Netherlands) have a higher ten-
dency to save and plan for the future.
Low-scoring cultures (e.g. Italy, Russia)
tend to make shorter term plans and to
value immediate gratification.

Gender differentiation

The degree to which a culture em-
phasizes gender roles.

High-scoring cultures (e.g. South Korea,
China) favour traditional gender dichot-
omies. They tend to accord males higher
social status than females. Low-scoring
cultures (e.g. Poland, Denmark) do not
favour strict gender dichotomies and
tend to give females a stronger ‘voice’ in
decision making.

Uncertainty avoidance

The degree to which a culture uses
rules and procedures to counteract
unpredictability.

High-scoring cultures (e.g. Sweden,
Germany) favour predictability and con-
sistency, and have clear specifications of
social expectations. Low-scoring cul-
tures (e.g. Russia, Greece) tolerate am-
biguity and uncertainty more, and have
less structured social expectations.

Power distance

The degree to which a culture dis-
tributes power unequally.

High-scoring cultures (e.g. Thailand,
Spain) clearly distinguish between those
with and those without power, and
expect obedience towards superiors.
Low-scoring cultures (e.g. Denmark, the
Netherlands) favour stronger partici-
pation in decision making and expect a
more equal distribution of power.

Collectivism versus in-
dividualism

The degree to which a culture ex-
pects individuals to be integrated in
groups and categories.

High-individualism scoring cultures
(e.g. Ttaly, Greece) value self-interest,
and reward individual performance.
Highcollectivism scoring cultures (e.g.
Japan, South Korea) value similarity
rather than difference, and are more
likely to classify and group individuals,
They tend to favour the collective good
and cooperation more than individual
autonomy.

In-group collectivism

The degree to which a culture expects
individuals to belong to non-organi-
sational groups, such as family units
and circles of friends.

High-scoring cultures (e.g. India, China)
favour belonging to an in-group of fami-
ly or friends. Nepotism (favouring one’s
relatives and friends in work situations)
is common in such cultures, as is fore-
going work commitments for family or
personal reasons. Low-scoring cultures
(e.g. Denmark, New Zealand) do not fa-
vour in- groups and individuals are not
pressured to ignore work commitments
for family or personal reasons.
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Performance orienta- | The degree to which a culture re- | High-scoring cultures (e.g. Singapore,
tion wards individuals for performance | USA) value initiative and a ‘can-do’ at-
improvement and excellence. titude. They favour a direct style of com-
munication. Low-scoring cultures (e.g.
Russia, Italy) tend to value loyalty and
belonging, emphasising tradition and
an individual’s background rather than
performance. These cultures tend to
see feedback as negative, and associate
competition with defeat.

Humane orientation | The degree to which a culture re- | High-scoring cultures (e.g. Malaysia,
wards altruism, generosity and a car- | Ireland) value human relations, sympa-
ing attitude. thy and support for the weak or under-
privileged. Low-scoring cultures (e.g.
France, Germany) value power and ma-
terial possessions as motivators. They
tend to prefer assertive styles of conflict
resolution, and expect individuals to
solve their own problems.

Probably the first impression one would get from this classification is that it is based
largely on stereotype. In fact, in many ways it is reminiscent of such generalizations as
‘Southern Europeans are emotional’, ‘Scandinavians are well-organised’, etc. In addi-
tion, as we discussed earlier regarding survey-based research, answers to questionnaires
carry the risk that respondents may not have been truthful or that what they understood
by particular terms may not be what the researcher intended. Also, the clustering itself
may be based on assumptions that are quite arbitrary or at least not self-evident. For
example, the GLOBE model classifies Japan as Confucian Asia — but how Confucian is
Japan actually? Latin Europe includes Israel — but does Israel really have enough simi-
larities with France, Italy and Spain to justify its inclusion in this cluster?

On the other hand, there is little doubt that such research is useful in bringing to light
possible group reactions to situations, and in indicating the similarities and differenc-
es among these reactions. Classifying individual attitudes also plays an instrumental
role in being able to talk about and understand these attitudes. In fact, the process of
categorizing is part of human mental and cognitive make-up and is vital in the ability
to reflect upon the objective world. The popularity of cultural models in business con-
sulting and executive professional development courses shows that they are perceived
as relevant and useful by industry practitioners.

As cognitive scientists Glass and Holyoak point out:

If each experience were given a unique mental representation, we would be quickly
overwhelmed. By encoding experiences into an organized system of categories, we are
able to recognize significant commonalities in different experiences.

What do these considerations imply for cultural influence on professional communica-
tion? Allowing for the fact that cultural models are general and therefore approximate,
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and also that the dichotomies they distinguish are two ends of a continuum and not dis-
connected polar opposites, such models are useful in analyzing how different organiza-
tional structures and policies are often influenced by cultural values and expectations.
Therefore, if they are used as analytical tools as opposed to as vehicles for negative ste-
reotyping, they do have a role to play in helping to prevent cultural misunderstandings,
acknowledge diversity, and enhance international collaboration.

Collaboration and misunderstandings, however, do not occur only between different
cultures; they occur as part of any interpersonal act of communication. How these so-
cial phenomena play out among team members is the topic of the next section.

Groups and Teams

This section looks at the ways humans communicate in a group situation. Research in
group interaction has shown that, when formed, a group attains its own identity that
exists irrespective of the identities or personal characteristics of each individual mem-
ber. A group has a ‘personality’ of its own, so to speak. At the same time, the group with
which one identifies or is a member of has a great effect in the individual’s identity and
social potential. As Hogg and Abrams point out, ‘the groups to which people belong will
be massively significant in determining their life experience’.

Teams are also groups, but it is important to distinguish between a group and a team.
As defined by Hogg and Abrams, a group comprises a number of individuals who ‘per-
ceive themselves to be members of the same social category’. So, groups include those
who share the same ethnicity, those who share the same gender, those who share the
same music tastes, those who share the same sexual orientation, and those who share
the same hobby — to name just a few possibilities. Teams, on the other hand, are groups
that have been formed for a specific purpose or task. The groups formed in work situ-
ations to carry out a project as well as the groups formed to play a game are examples
of teams. A team may include members of different groups; people of different races,
genders, sexual preferences and leisure tastes can come together to form a team for a
purpose. Teams tend to have clear objectives, and more or less specified roles and du-
ties, usually related to professional concerns. Since the aim of this chapter is to discuss
interpersonal communication in business contexts, teams will be our main focus.

Team Dynamics

Those working in collaborative projects or in situations that require negotiation skills
often use reasoning techniques to manage conflict and to sway others’ opinions. The
problem with this is that, in reality, issues of power play a major role in interpersonal
communication, which means that many decisions are not made rationally. In fact,
people are much more likely to respond positively to someone they believe is ‘on their
side’, protects their interests, and shares their ideals than to someone who can produce
a perfectly reasoned argument.
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At their best, teams can produce excellent results by combining the specialised skills
that individual team members bring. At their worst, teams produce delays, misunder-
standings, At their best, teams can produce excellent results by combining the special-
ised skills that individual team members bring. At their worst, teams produce delays,
misunderstandings, and conflicts. For this reason, the ability to deal productively with
other people, peers, juniors and superiors is a highly valued skill that contributes great-
ly to the smooth and successful management of an organization.

Teams can be effective problem solvers for many reasons, including:

More extensive information is available in a team than an individual may have
alone.

Individuals bring different approaches to a problem within the team. This al-
lows for a wide range of options to be considered.

Improved understanding of the problem and possible solutions is possible, be-
cause team members are aware of the reasoning used in problem analysis.

It is more likely that consensus will be achieved if a decision was made in con-
sultation with members of the team, so that no one feels ‘left out’, and therefore
is not likely to oppose a decision.

Risks can often be managed more effectively in teams. What can be a high-risk
decision for an individual could actually be a moderate-risk decision for a team,
because different team members bring new knowledge to the issue, and because
risk is often a function of knowledge.

Motivation and confidence are likely to increase in decisions made in team situ-
ations because individual team members feel supported by others.

Major disadvantages of reaching important decisions as part of a team include:

Decisions can be made too soon: teams that feel uncomfortable with conflict
may decide on the first option which meets with some support from the team
members, regardless of whether this would be the best option.

On the other hand, decisions can take too long, if the team cannot agree on a
topic.

If the team structure is too democratic, there may be a lack of initiative and
responsibility.

Teams may be influenced by one person, whose charismatic or persuasive
strengths may induce members to overlook pertinent factors in the problem
involved.
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 If there is too much conflict in a team, the team may become inoperable or in-
effective.

« Teams may displace responsibility so that it may be difficult to hold a team or
an individual member accountable for a negative outcome.

Good team dynamics are generally achieved in three main ways:
1) Members are attracted to the team’s purpose.
2) Members share similar values, needs and interests.

3) Members fulfil for each other important interpersonal needs, such as affection
(acknowledging each other’s point of view), inclusion (allowing each member
to play a role in activities) and control (allowing each member to determine
certain actions pertinent to the member’s role).

Individuals participate in teams through the roles they play in them. Researchers have
formulated different classifications of the role structure of teams. Two commonly used
models are the Task-Maintenance Classification and the Belbin Inventory of Team Roles.

The Task-Maintenance Classification divides team roles into two main categories: task
roles and maintenance roles. Task roles represent the actions members must take to
accomplish specific goals, and include the roles of ‘information giver’, ‘information
seeker’, ‘expediter’ and ‘analyzer’. Maintenance roles represent the types of behaviour
that each member must exhibit to keep the group functioning smoothly, and include
the positive roles of ‘supporter’, ‘harmonizer’, ‘gatekeeper’, and the negative roles of
‘aggressor’, ‘joker’, ‘withdrawer’ and ‘monopolizer’.

It should be emphasized that all these roles are inclusive, in the sense that each mem-
ber can play one or more roles within one team. The roles are defined in terms of what
the team members do in response to situations that arise in the team interaction, not
in terms of who the team members are, as in personality characteristics. Consider each
role in more detail.

Task Roles

« The information giver: This role entails providing content for discussion. Be-
cause the function of a team is most often to discuss or analyze and work with
information, this role is the foundation of the team; usually all members play
this role, unless one member is specifically assigned to present information from
sources that s/he has researched. Information givers need to be well-prepared
by having consulted various sources and having thought about the issue care-
fully before participating in a meeting. In business settings, the more objective
and evidence-supported a team member’s opinion is, the more this member’s
information giving role is appreciated and effective in influencing the team.
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« The information seeker: This role entails asking for more information or clar-
ifications on an issue. Information seekers protect the team from reaching a
decision before all sides have been considered, by eliciting more details and
explanations on the issue. Again, in many teams, more than one person may
assume the role of information seeker.

« The expediter: This role entails keeping the team on track. Although digressions
are sometimes useful in enlarging the scope of an issue or brainstorming alter-
native viewpoints, they are just as often a hindrance to the smooth functioning
of team dynamics. The expediters help the group stick to the agenda, by asking
for relevance.

« The analyzer: This role entails analyzing the issue in depth by probing both in-
formation content and line of reasoning. Analyzers point out that the group has
skipped a point, passed over a point too lightly or not considered pertinent in-
formation. Analyzers are important in acknowledging and addressing the com-
plexity of an issue. Methods of analyzers include asking questions that test the
data presented, and asking for definitions and alternative viewpoints.

Maintenance Roles

« The supporter: The supporter recognizes the contribution of team members
and shows appreciation for their input. Supporters’ methods are usually en-
couraging comments, or non-verbal cues, such as a smile or a nod.

« The harmonizer: The harmonizer attempts to resolve conflict by reducing ten-
sion and straightening out misunderstandings and disagreements. This person
tries to cool down high emotions by introducing objectivity in the discussion
and mediating between hostile or opposing sides.

+ The gatekeeper: From the point of view of the consumer or client, gatekeepers
generally have a bad reputation as those that prevent access to a desired loca-
tion, person or object. For example, the secretary through whom we have to
pass to reach the company president is a gatekeeper. In broadcasting, program-
ming managers are gatekeepers in selecting the programs we watch or listen to,
thereby channelling and restricting our options. From the point of view of man-
agement or team dynamics, however, gatekeepers are significant in monitoring
that all eligible parties have equal access to a decision making process, and in
keeping communication channels between different parties open. In meetings,
for instance, gatekeepers keep in check those who tend to dominate, and en-
courage those that are reluctant to contribute to be more forthcoming.

« The aggressor: Aggressors produce conflict in a group by constantly or inordi-
nately criticizing others’ opinions or behaviour, and by making personal attacks
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when they do not agree on a point. One way to counteract aggressors is to take
them aside and describe to them what they are doing, and the effect it is having
on team dynamics.

The joker: Jokers produce conflict by ridiculing or playing down others’ opin-
ions or behaviour, or by making complex topics look light-hearted when in fact
they need to be taken seriously. Humour is a positive factor in team dynamics
helping members to keep their spirits up and see the optimistic side of things.
However, if humour is inappropriate, inconsiderate or offensive, it needs to be
kept in check to avoid irritation or resentment. Like with aggressors, the best
way to deal with jokers is to make them aware of what they are doing.

The withdrawer: Withdrawers refuse to contribute to the team, usually out of
lack of interest, lack of confidence, or inadequate preparation. Some ways to
deal with withdrawers include asking them questions, finding out what they are
good at and making sure that they are given the opportunity to contribute in
that area, and acknowledging their positive contributions.

The monopolizer: Monopolizers dominate discussions by voicing an opinion
about everything said, and interrupting or not allowing others to make a con-
tribution. In some cases monopolizers try to impress the team with their skills
or knowledge; in other cases, they try to compensate for a lack of confidence by
asking too many (often irrelevant) questions, or trying to answer every question
to prove their competence. When they are genuinely knowledgeable, monopo-
lizers can be beneficial because they help to direct the group. When they get dis-
ruptive or intimidating, however, they should be interrupted and others drawn
into the discussion.

The second model we examine here is the one formulated by communication research-
er Meredith Belbin. Belbin constructed a typology of roles of participants in team inter-
actions — the Belbin Inventory. In this, he distinguished nine team roles:

The Plant: These are ‘ideas people’, innovators and inventors, who provide the
foundations from which major developments emerge. They are often eccentric,
working alone, and approaching problems in an unconventional way. Although
clever and competent, these roles are not good at social communication. As
their function is often to generate proposals and solve complex problems, they
are needed in the initial stages of a project or when a project is failing to prog-
ress. One plant in a team is usually enough, since plants tend not to be co-oper-
ative but focus more on reinforcing their own ideas and challenging each other.

The Resource Investigator: These are good at communicating, both within and
outside the group, negotiating, and exploring links with different contacts. They
are generally not a source of original ideas, but are adept at picking up and
exploiting other people’s ideas. They have a practical inclination, which gives
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them the skill to find out what is available and how it can be used. Resource
investigators are inquisitive and ready to see new possibilities, but they need to
remain stimulated and part of an approving team. Their function in a team is
to explore and report back on ideas, developments and resources outside their
group.

The Monitor Evaluator: These are the ‘down to earth’ contributors, whose main
function is to analyze and evaluate information. They tend to have a high crit-
ical thinking ability and capacity for shrewd judgments. They also need a good
eye for objectively evaluating the advantages and disadvantages of a situation.
A team with a plant and a resource investigator but no monitor evaluator would
be at a serious disadvantage, because it is the monitor evaluator that steers the
group in practical ways, and helps the members reach hard decisions.

The Coordinator: These are distinguished by their ability to encourage others
to work towards shared goals. Coordinators need to be trusting and confident,
since they have to delegate duties. They need to detect individual talents and
use them productively in the pursuit of shared goals. They should have the
ability to manage people and command respect. In teams that have diverse
skills and characteristics, coordinators are very important because they can
bring together the team’s different features for more harmonious and effective
cooperation.

The Shaper: These have a directive function and perform the duties of leaders in
the team. They tend to be highly motivated with a strong sense of achievement
and energy drive. They have a winner’s mentality, and, although they are re-
sourceful in overcoming obstacles, they can also exhibit strong emotional reac-
tions to disappointment and frustration. They do not delve on the maintenance
tasks of the group, aiming instead at achieving their objectives and those of the
group. They generate action and thrive under pressure, so they can enthuse the
members of a team and can be useful in teams where political complications
tend to slow the pace. They are well-suited to change, and do not hesitate to
take unpopular decisions. As their name suggests, they forge a shape on group
discussions and activities, and are the most effective members in guaranteeing
positive action.

The Team Worker: These are the most supportive members of a team. Their
skills include flexibility, tact, intuition and sensitivity. They are good listeners
and are generally popular in the team. The major problem of team workers is
indecisiveness: they tend to leave important decisions to others. Their role is to
prevent interpersonal conflict within the team and thus allow members to func-
tion effectively. They complement shapers, who are not inclined to consider the
team cohesion. The presence of team workers in a team improves morale and
co-operation.
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« The Implementer: These are disciplined and practical. Although they can be in-
flexible, they are systematic, which makes them work for the group’s interests.
They tend to be reliable and apply themselves to the problem at hand. Imple-
menters tend to do what needs to be done, and they have an eye for relevance.

» The Completer-Finisher: These are able to follow-through with projects, and
tend to start only what they can finish. Typically, they do not require external
stimuli but are self-sufficient and self-motivated. They tend to be intolerant of
those who lack perseverance, or exhibit a casual attitude to the project. They
tend not to delegate, preferring to complete tasks by themselves, and they gen-
erally complete projects by set deadlines.

» The Specialist: These have expert knowledge and technical skills in a specific
area. They tend to be self-sufficient, lacking interest in others’ work. They main-
tain professional standards and are keen to further knowledge in their field. In
a team, specialists provide the knowledge base and command support because
they know more about their field than other members, so they are often called
upon to make decisions based on their experience. In some teams, every mem-
ber is a specialist in his/her own fields. In this case, each member combines this
role with another role to maintain cohesion.

As was noted also with the previous model, these roles are not always exclusive, and
an individual can play more than one in a single group, depending on the situation.
Individual characteristics, such as ‘personality traits’, do play a part in the allocation of
roles. However, it is mostly the demands of the project, and contextual factors, such as
the hierarchy of the organization, its values, etc, as well as practical concerns, such as
time and money, which have the final say in who plays what role.

Collaboration

Apart from the leader’s role, which is usually assigned, the above described team
roles typify individual practices that take place in meetings and discussions. They
describe forms of behaviour, usually reflected in language but also in non-verbal
communication, that can be exhibited by any team member. Another aspect of
teamwork is the formally implemented system for duty allocation, negotiation, del-
egation of duties, monitoring of progress and feedback; in other words, methods of
collaboration.

Three types of collaboration that are commonly used in business and industry contexts
are the sequential, the functional and the mix-and-match.

Sequential Collaboration

In this type, each department/section in a company, or person in a group for small-
er projects, is assigned a specific, non-overlapping, responsibility in the project. For

I146I

L1



Team Behavior and Group Dynamics

example, in a software company, three departments are sometimes involved in produc-
ing the user documentation:

1) Software specialists assemble the material;
2) Communication specialists are in charge of word processing and designing; and
3) The art and printing department is responsible for publishing the documentation.

In this case, each department must finish its job before passing the material to another
department for the next stage.

The sequential type of collaboration can be effective at times, especially when the work
of each segment is specialized and each stage is self-sufficient. However, projects com-
pleted sequentially take longer than when other methods are employed, and a project
manager is often necessary to coordinate the project and to ensure that deadlines are
kept, all parties understand requirements, and transitions from one stage to the next
are smooth.

Functional Collaboration

This type is organised according to the skills or job function of the members. All stages
of a project are undertaken concurrently, and all parties can monitor procedures at
each stage. For example, a four-person team carrying out a user documentation project
for software might be organised as follows:

« A manager schedules and conducts meetings, assists team members, issues
progress reports to management, solves problems by proposing alternatives,
and generally coordinates efforts to keep the project on schedule.

o Aresearcher collects data, conducts interviews, searches the literature, administers
tests, gathers and classifies information, and then prepares notes on the work.

« A writer/editor receives the researcher’s notes, prepares outlines and drafts,
and circulates them for corrections and revisions.

« A graphics expert obtains and prepares all visuals, specifying why, how, and
where visuals should be placed and designing the document layout. He or she
might even suggest that visuals replace certain sections of text.

All parties work on the project at the same time, and interact regularly through meet-
ings and e-mail communication.

Mix and Match Collaboration

In this type of collaboration, team members agree on shared objectives, and then work
independently on separate sections of the project by undertaking all tasks. The team
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members meet at specified times to compare their work and choose the best samples
from each other’s work. This approach is constructive in smaller scale projects, when
team members have similar skills but cannot meet regularly.

A different version of this approach occurs when all members share the same interac-
tive software and can work on the same project concurrently, each contributing accord-
ing to their own skills which may or may not overlap. Continuing our software docu-
mentation example, a mix and match type of collaboration could mean that members
from the engineering, communication and art departments have the same software
installed in their computers and work on the same documentation project at the same
time, without waiting for one department to finish their tasks before passing the project
to another department. This would most likely cut costs and reduce time, compared
with the sequential model, but it would necessitate that all members work cooperative-
ly, and that project milestones and outcomes are very clearly set out and agreed by all
in advance (to reduce the risk of ‘you're treading on my toes’ symptom).

Conflict

Conflict is embedded in human relations. It arises when there is incompatibility of ori-
entation between individuals or groups, and it can form in such situations as when
people form incompatible goals and behaviours, when resources have to be allocated,
and when decisions have to be made. Conflict is associated with:

« Value: underlying values are different. This is arguably the most important and
serious type of conflict because values are entrenched in social interaction and
behaviour, and are very difficult to change.

« Interests: what promotes one’s self-interest opposes another’s. For example,
when two colleagues compete for the same promotion inevitably some degree
of conflict will arise.

« Policy: existing regulations do not reflect current needs. This often manifests in
cases where conflict leads to employees’ strikes or group protests. This is what
happens, for example, when prices increase but salaries remain static, lead-
ing to a strike, or when women have achieved breakthroughs in social equali-
ty but legislation regulating gender issues remains at a primitive level, leading
to demonstrations, or ground breaking legal proceedings. Policy is very closely
aligned with value.

» Goals: there is controversy or disagreement about where a project is going. In
a project, for example, some members may think the goal is to produce routine
results, whereas others may want to produce a radical breakthrough.

« Method: there is controversy or disagreement about how to arrive at the desired
outcome. Such conflict may arise when one side has low uncertainty avoidance,
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and therefore is more optimistic about the future, while the other side has high
uncertainty avoidance and wants more control over a situation, leading them to
choose high-risk methods (such as war over negotiation, for instance).

Managed properly, conflict can result in growth because it allows for different points of
view to be aired and considered. Managed badly, it can be destructive and costly — in re-
sources and relationships. Groups can suffer from two opposite evils: too little conflict,
and too much conflict. A little conflict can be a good thing for change and rejuvenation
of outmoded structures and beliefs. A lot of conflict, however, can destroy a project and
in serious cases even lead to costly lawsuits and official investigations.

Avoiding Conflict: The Groupthink Syndrome

Sometimes people think that avoiding conflict at all costs is the best course of action in
order to maintain harmony within a group or organisation. This attitude can often lead
to a ‘sweeping things under the carpet’ approach, where serious differences in policy or
value are politely ignored until they burst out violently and destructively. Yale sociolo-
gist Irving Janis studied such cases where wrong decisions are made about important
matters because the interested parties did not consider options that were outside their
established framework. He referred to misplaced conformity or agreement within a
group as ‘Groupthink’ (‘group’ being for him a collectivity of individuals working to-
gether as decision-makers in large organizations).

Janis examined a number of ‘fiascoes’, historical cases where groups made ineffective
decisions because they strived to reach consensus without taking into account possible
risks or alternatives. In these cases he observed certain common features pointing to
three categories and eight symptoms of group behaviour. These constitute the Group-
think syndrome, described in the table below:

Table: Groupthink

Type I: Overestimations of the group

1. Belief in being invincible «  The group believes it is invincible, which may lead
to excessive optimism and unnecessary risk-taking.

2. Belief in inherent morality «  Group members believe that their decisions are
inherently moral, and brush away thoughts of un-
ethical behaviour by assuming that they cannot do
anything wrong.

Type II: Closed-mindedness

3. Attempts to rationalise about all «  Group members explain away warnings or threats.
issues

4. Stereotyping « The group stereotypes opponents as being too
evil, stupid, or too weak to take seriously.
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Type I11: Pressures towards uniformity

5.  Self-censorship «  Group members with doubts censor themselves to
preserve the appearance of consent.

6. Belief in unanimity «  The group believes there is unanimity on an issue
because nobody raises an objection.

7. Direct pressure »  Group members apply direct pressure to conform
to anyone who tries to question the status quo
within the group.

8. Imposing mind-guards » Just as bodyguards protect from physical harm,

so some group members set themselves as censors
or gatekeepers in order to prevent challenging
or threatening information available outside the
group from appearing before the group.

Janis’ findings supported his hypothesis that ‘wWhenever a policy-making group displays
most of the symptoms of groupthink, we can expect to find that the group also displays
symptoms of defective decision-making’. Major signals indicating that a faulty deci-
sion-making process is at play include:

« The group has not fully considered alternatives.
« The group has not clearly examined objectives.
« The group has not taken into account the possible risks of their decision.

« The group has not re-evaluated alternatives that it rejected at a previous stage
of the process.

« The group has not conducted a comprehensive information search, and may
therefore be ignorant of important issues.

» The group has shown prejudice or bias in evaluating the information at hand.

« The group has not worked out what to do in an emergency or if their decision
proves ineffective.

Assessing Conflict: The Thomas-Kilman Conflict Mode Instrument

Individuals react differently to conflict. In fact, different reactions are necessary to deal
with different forms of conflict, different contexts, etc. An influential method of assess-
ing these reactions to conflict was formulated by Kenneth Thomas and Ralph Kilmann,
and is known as the Thomas-Kilmann Conflict Mode Instrument.

Thomas and Kilmann examined individual reactions in situations involving conflict
and described their behaviour using two axes, 1) assertiveness, the extended to which
the individual attempts to satisfy his/her interests, and 2) cooperativeness, the extent
to which the individual attempts to satisfy the other person’s interests. They then used
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these axes to define five modes, or methods, of dealing with conflicts: competing, col-
laborating, compromising, avoiding and accommodating. No mode is better or worse
than another per se; rather, each mode is appropriate in certain situations but inap-
propriate in others, and successful conflict management depends on knowing which to
choose and when. Here are some more details on each mode.

« Competing: This mode is assertive and uncooperative. The person pursues his/
her own concerns usually at the other person’s expense, using whatever pow-
er seems appropriate towards this end. Competing may mean standing up for
one’s rights, defending a position one believes is correct, or simply trying to
win. Cases where competing would be appropriate include:

o In emergency situations where decisive action is required.
o When unpopular courses of action need to be implemented.
o As a safeguard when non-competitive behaviour is exploited.

« Accommodating: This is the opposite of competing — unassertive and cooper-
ative. The person sacrifices his/her own concerns to satisfy the concerns of the
other person. This includes selfless generosity or charity, obeying a command
when one would prefer not to, or yielding to another’s point of view. Cases
where accommodating would be appropriate include:

o When one realizes one is wrong.
o When the issue is not important to one but important to the other person.

o When continued competition would damage one’s cause; for example, when
one’s opinion is outnumbered by the opposite view.

o When preserving harmony is especially important.

« Avoiding: This mode is unassertive and uncooperative. The person does not
pursue his/her concerns directly nor does s/he yield to the other person. Rather
s/he does not address the conflict. This might take the form of diplomatically
side-stepping an issue, postponing an issue until a better time, or simply with-
drawing from a threatening situation. Cases where avoiding would be appropri-
ate include:

o When an issue is not as important as others at one time.

o When there is no chance to satisfy one’s concerns; for example, in cases of
low power or when confronted by a situation where one’s sphere of influ-
ence is diminished.

o When the costs of confronting a conflict outweigh the benetfits of resolving it.
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o When the situation involves high risk and more information is important in
assessing the advantages of a decision.

o When the issue is symptomatic of a more fundamental issue.

Collaborating: This is the opposite of avoiding — assertive and cooperative. The
person attempts to work with another person to find a solution that satisfies
the concerns of both. It attempts to identify the underlying concerns of both
parties and to find an alternative that meets both sets of concerns. This includes
exploring a disagreement to learn from each other’s insights, resolving some
condition that would otherwise have the two parties competing for resources, or
confronting each other and trying to find a solution to a problem. Cases where
collaborating would be appropriate include:

o When the concerns of both parties are too important to be compromised.
o When the objective is to learn by understanding the views of others.

o To gain commitment from others by incorporating their concerns in a de-
cision.

Compromising: This is intermediate to assertiveness and cooperativeness. The
person attempts to find an expedient, mutually acceptable solution that satisfies
both parties. It includes addressing an issue more directly than avoiding, but
not exploring this issue in as much depth as collaborating. It could mean ex-
changing concessions or seeking a middle ground. Cases where compromising
is appropriate include:

o When the goals are not worth the effort of the potential disruption involved
in being more assertive.

o When two opponents are equally committed and equally strong.

o When there is time pressure and an expedient solution must be reached.

Conflict in Teams

Some teams are highly effective, while others never seem to get off the ground. When
teams are not working well, it can be a very serious matter, costing the organisation
money and time. While the reasons that make a team unproductive are not fixed or
universal, there are some guidelines regarding what could not be working right that can
be used to clarify the situation:

The team may be lacking the required specialist skills to tackle a project expert-
ly and confidently.

The team may be lacking one or more vital roles.
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Members may feel their personal skills are not appreciated and they may lose
motivation (often the result of weak leadership or bad management).

The team may feel their efforts will not be supported by authorities and funding
agencies, especially if they are working under budget constraints and/or on ob-
scure or unpopular projects.

A conflict of values or expectations may exist where some team members may
expect different results from the project or the team may be expecting different
results from the management.

The brief describing the objectives and scope of a project may be unclear, lead-
ing to confusion.

Personal conflicts may hinder the achievement of goals. This is especially true
of competitive environments where people are not accustomed to working co-
operatively.

Managing Conflict in Teams

As it probably has become clear from the preceding discussion, managing conflict is
no easy matter. In most aspects of interpersonal communication, contextual factors,
such as the setting of the interaction, the background of the participants and the nature
of the interaction, are important in pointing to the most appropriate reactions, and
conflict management is no exception to this. However, as regards teamwork, which has
been our main focus in the last two sections, a general process for managing conflict
involves five steps:

1.

Define the problem

The definition of the problem is the most important step in finding a solution. In
many cases there is low morale and a lack of commitment by team members be-
cause there is a problem that has not been voiced or made conscious within the
group dynamics. An effective method of discussing the problem that caused this
conflict is to describe it in writing. Each conflicting side should describe their
perspective on the matter as clearly and as objectively as possible, avoiding ‘I
said / he said’ type criticism. It is also important to avoid generalizations, such
as ‘they’, ‘always’, ‘never’, etc, and to determine if the reaction is proportional
to the situation. In describing the issue, consider if it had objective grounds to
escalate into conflict, or if it is likely to have been caused by misunderstanding.
Also examine the history of the situation and the participants: Are there left-
over emotions, grudges from a previous event?

Analyze the problem

Once the group agrees on the nature of the problem, the next step is to analyze
it in terms of size, causes and criteria of evaluation. At this stage, it is important
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not to succumb to the temptation of listing possible solutions before having
analyzed the problem thoroughly. Before answering the question ‘what can be
done to solve the conflict’, team members should answer ‘why is this a conflict?’
and ‘for whom is it a conflict?’

Generate possible solutions

Brainstorming is usually an effective way to generate ideas that could lead to
the resolution of the conflict. At this stage, evaluation or nitpicking criticism of
ideas should be avoided, and team members should produce as many possible
solutions as they can.

Evaluate and test the various solutions

After the brainstorming stage, each possible resolution should be examined to
ascertain its merits and drawbacks. Factors to consider carefully include if the
solutions are likely to work, if they are fair to all, and if they can be implemented
easily. This should eliminate the solutions that are not worthwhile and leave a
reduced number of options.

Choose a mutually acceptable solution

From the reduced number of possible solutions the one that seems to be the
most effective can be chosen for a trial period. The best way to articulate this
would be, once again, in writing. At times choosing an option is a risky act, with
no guarantees that the selected solution will work. However, if the decision was
reached by (relative) consensus (while avoiding the traps of Groupthink), all the
parties involved will be responsible for testing it and providing feedback.

Effective Listening

Effective listening contributes enormously to group dynamics and conflict resolution.
In interpersonal communication, poor listening skills are at fault in many, if not most,
cases of misunderstanding.

When working with others, much of the communication that takes place when suggest-
ing, instructing, requesting, criticising, praising and negotiating is non-verbal. Listen-
ing actively by making a physical and mental effort to understand what someone else is
saying engages the whole body, not just ears.

It is a way of communicating that signifies:

You hear what you are feeling
You understand how you see things now

You are interested and concerned
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You understand where you are

You do not wish to judge you or change you.

Here are seven tips for active listening:

1.

Stop talking — don’t be afraid of silence: Many people talk too much because
they feel uncomfortable with silence. However, you can’t listen if you are talking.

Remove noise as much possible: ‘Noise’ is used in the communications sense
of distractions to the unhindered transmission of the message. Therefore, it
refers not only to external factors such as street noise, but also other factors,
such as excessive heat or cold, and distracting mannerisms. Common distract-
ing mannerisms include clicking pens, shuffling papers, checking clothing or
fingernails, and gazing around the room. If you need to talk to a team member
or colleague about something serious, it is advisable to arrange a meeting in
pleasant and relaxed surroundings.

Ask open questions: which begin with the 5Ws and 1H: what, when, why, where,
who and how. This helps to keep the conversation on the topic and to obtain as
much information as possible on it. When people answer W and H questions
they have to reply in full sentences, and so their replies are more factual than
they would be if the questions were of the ‘Do you’ type, which elicits, simpler
‘yes-no’ answers.

Be supportive: Let the other person know that you want to know what he or she
is talking about. It is well attested that most people will talk if they get attention
and interest from the listener. Sensing indifference or impatience discourages a
constructive response.

Respond to feelings: If the situation at hand has an emotional investment by
one or all the participants, it is best to acknowledge this. Hidden or ‘bottled’
feelings may cloud or sabotage the information you require.

Summarise to check mutual understanding: A summary ensures that both par-
ties have the same understanding of what has been said, and helps to create
closure to an issue or topic of discussion. In business, for example, a summary
is formalised in a Memorandum of Understanding listing the points that have
been agreed upon in a previous discussion.

Information Management

‘Information management’ refers broadly to the systematic and deliberate accessing
and organizing of the knowledge that all the members of a company possess. The con-
cept behind information management is that tapping into available (but sometimes hid-
den) mental resources and skills can lead to reaping substantial benefits. The value of
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information management practices has been aptly captured by an often quoted remark
by Lew Platt, former Chief Executive Officer of Hewlett-Packard: ‘If Hewlett-Packard
knew what it knows, we’d be three times as profitable’.

Several examples have been documented to support the positive effect of information
management initiatives. For example, IBM held a brainstorming session with all its
employees, in May 2001, called World Jam. This produced about 6000 ideas suggested
by approximately 52,000 employees. The ideas were recorded in an online archive that
can be accessed by staff. Also, a British company set up an interactive voicemail sys-
tem, called ‘what’s hot and what’s not’. Employees contributed short news items about
customers, technology and products, and these could be accessed on cell phones by all
company staff. Finally, Xerox employees who encounter a problem that is not men-
tioned in product documentation can enter a description and analysis of this problem
in a database called Eureka. This database can be accessed by Xerox representatives
worldwide and provides valuable assistance in dealing swiftly with product glitches.

Such initiatives have fuelled an interest in the general nature of information and knowl-
edge, and in how knowledge is communicated in business settings. A useful model for
analyzing the processes involved in knowledge acquisition was formulated by Takeu-
chi and Nonaka. This has a spiral pattern, going through four sequences, Socialisa-
tion — Externalisation — Combination — Internalisation (SECI). This model is based on
a distinction between explicit knowledge, that is, knowledge that exists in the public
domain, or the external world, and tacit knowledge, that is, knowledge that belongs
to particular specialist groups or individuals. The model encompasses the following
phases involved in knowledge acquisition:

1. Socialisation (tacit-to-tacit): This is what happens when those involved in a
project do not have enough insider or specialist knowledge to accomplish the
task and need training to acquire this knowledge. An example would be soft-
ware engineers designing a new program aimed to monitor the heart and gen-
eral health condition of mountain climbers. Unless the engineers are moun-
tain climbers themselves, they would not be aware of such vital information
as clothing, occupational habits and body movements of climbers; and lack of
such knowledge would hinder them from designing equipment that would be
effective in being portable and in recording accurate data on the health of the
climbers. What the engineers would have to do, therefore, would be to obtain
information from climbers through interviews, observations, etc. This would
be a case of socialisation: a systematic transfer of knowledge by means of inter-
viewing, observation, on-the-job-training, coaching and mentoring.

2. Externalisation (tacit-to-explicit): In this second phase, what starts off as pe-
ripheral data becomes central in solving a problem or dealing with an issue.
Continuing the above example, having obtained the necessary information from
mountain climbers, the engineers are faced with the problem of what material
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to use for containing their software. They need something light enough to be
carried around unobtrusively while at the same time strong enough to with-
stand extreme changes in temperature (when the users are climbing mountains
in very hot or freezing climates). To solve the problem they build virtual sim-
ulations and experiment with different materials, they brainstorm ideas, they
connect with colleagues in a different department of the company who have
worked on similar projects in the past, and they form hypotheses, which they
then test. All this activity represents the externalization phase of the acquisition
of knowledge. From the data they gather during this process, the engineers are
able to determine the appropriate material to encase their software.

Combination (explicit to explicit): In this stage, the knowledge acquired during
the previous phases is put to practice, tried out and publicized to allow for revi-
sion and integration. The software engineers in our example have now created
their software and are combining the new knowledge they have created with
the knowledge that already exists. They write an article for a specialist journal
and present a paper at a conference, describing what they have accomplished
and how this differs from or is similar to other software in related areas. More
importantly, they present their product to the mountain climbers who will be
using it, and make a trial experiment. They take on board suggestions and crit-
icisms for consideration. This activity represents the combination phase of the
acquisition of knowledge.

Intrernalisation (explicit-to-tacit): This final phase of the SECI sequence com-
pletes the cycle. The knowledge gained in the previous phases through interac-
tion with others becomes specialist knowledge. The engineers have established
an evaluation plan, which will help them to get feedback from the practical ap-
plications of their product (this could take the form, say, of meeting twice yearly
with the group of mountain climbers over the next two years). Since the product
is now in the market, the marketing section of the company have also estab-
lished an interactive database to obtain feedback from users and retailers. This
activity represents the internalisation stage of the acquisition of knowledge.

Information management has evolved since the mid-9os in line with technological de-
velopments, mainly because computer technology has allowed new ways of informa-
tion retrieval, allocation and storage. Databases that store information from across an
organization at a central place, Intranet sites and blogs to which a large number of
individuals can contribute are all examples of information management schemes.

Quality Indicators of Information

Information management, its functioning and effectiveness, is also dependent on the
quality of information collected. Gathering and classifying a large amount of informa-
tion is not enough, or even appropriate, to make this information effective, usable or
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credible. Evaluating the quality of information, therefore becomes key. Organizational
analyst Harold Wilensky proposed a useful model for evaluating information that has
been constructively used by researchers since its formulation. In this model, Wilenski
distinguishes six criteria for high-quality information: clarity, timeliness, reliability,
validity, depth, and diversity.

Clarity: Information must be easily understandable by its intended receivers;
also enough information must be given to allow receivers to interpret it within
a meaningful context. Clarity is defined from the point of view of the receiver,
so audience analysis assumes an important role. In the Challenger example,
engineers could have tried to make specialist concepts clear to non-specialist
receivers in order to better convey the urgent nature of the situation.

Timeliness: Information must be available when needed, and must be kept up
to date. For example, in areas afflicted by earthquakes, the government must
have enough information about how to handle such a natural disaster before
an earthquake actually occurs, and must receive updates of this information as
new scientific findings become available.

Reliability: Information must be accurate, unambiguous and consistent so that
those that use it to take action will not be faced with contradictory or vague di-
rectives and regulations. Recording sources, double-checking and revising data
are important tasks for ensuring reliability.

Validity: Information must be unbiased and closely reflect existing conditions.
For example, when statistical analyses are conducted, it is important to ensure
the sample population was not selected deliberately to favour particular conclu-
sions that represent the interests of certain groups. Recording sources (e.g. stat-
ing where the statistics came from), and justifying hypotheses and conclusions
are important tasks in ensuring validity.

Depth: Information must be comprehensive, taking into account all relevant
facts, issues and options about the situation. Although this is of course very im-
portant in making the information effective, at the same time care must also be
taken not to include too much information, as this may result in overload. The
challenge here is to gather comprehensive information while maintaining time
limits, so that the information is not out dated by the time it is communicated.

Diversity: Information must come from a variety of sources and include differ-
ent viewpoints and angles. This indicator too must be used with care, keeping
in mind that not all sources of information are equally credible or valid. Often
trying to gather as much information as possible about a topic can lead to scope
creep, where a project becomes expanded out of proportion with its initial ob-
jectives. Therefore, a balanced approach to information collection should be
sought.
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Project Management

A project in business and industry consists of a series of activities leading to one major
goal or purpose. ‘Project management’ refers to the planning necessary to complete a
major project on time, within budget, according to specifications, and with the consul-
tation and consent of all relevant parties. Projects tend to be undertaken by a ‘project
team’, a group of people responsible for managing a project. Projects usually begin
with a proposal and end with a completed outcome, and a final report showing how the
initial goals were reached or not. During the progress of a project, the team is generally
required to submit progress reports at specified times (such as monthly or bi - month-
ly), in order to keep management informed of what has been achieved and what still
remains to be done.

Components of Effective Project Management
A project is carefully defined as the first step. Aspects of project definition include:

« Problem definition: is the project attempting to solve a problem? For whom is
this a problem? How is the problem defined?

« Scope: what issues or topics will the project cover? How much detail will it pro-
vide? What are the parameters that project team members have to work within?

« Outcome: what will be the result of the project? For example, if a computer sys-
tem is being developed, what functions should it perform and to what standard?

+ Resources: what advantages do the team have in undertaking the project? Are
they highly skilled? Do they have a large budget? Do they have adequate time to
complete all the tasks? Is up-to-date technology available to them?

« Constraints: is the budget modest? Is the staff limited, in numbers or in knowl-
edge? Are there tight deadlines? Is there a lack of appropriate technology?

« Risks: what are the possible dangers of the project and what can be done to
minimize them?

« Planning: Each step in the process is planned before further action is taken.

Tasks (activities representing one step towards the completion of a project) undertaken
in the planning stage include:

1. Identifying the steps required to complete the project
2. Listing the priorities: What should be done first, second, third?

3. Identifying dependent and independent tasks: Which tasks need to be put aside
while other tasks are being completed? Which tasks are urgent, and which may
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be delayed without damaging the project? Project Managers usually divide tasks
into three categories:

« A critical task must be completed on time for the entire project to be com-
pleted on time.

« A milestone is an event that signifies the accomplishment of a series of tasks
during a project. A milestone often signals the ending of a stage or section
in the development of the project.

« A deliverable is a concrete object produced at a specific stages in the proj-
ect (and usually delivered to a manager of client). Deliverables are used in
some types of project management, like, for example, software design and
engineering. For example, the systems requirements report, produced near
the beginning of the project and describing what the projected software will
achieve, is a deliverable.

4. Creating a timeline for task completion and allocating roles to project team
members.

Direction: Each project is directed according to a line of responsibility. Project man-
agers are responsible for monitoring and controlling progress and activities. Members
of the project team report to managers, who in turn report to upper level management
and clients. Team members who are able to meet all the requirements of the project at
a minimum cost and on time are highly valued.

Two particular dangers to watch out for in project management are known as scope
creep and feature creep. Both of these can lead to delays, incomplete projects and con-
flicts within the project team.

Scope creep is exemplified by the tendency of stakeholders to expect more and more
from the outcome of the project as the project progresses. For example, businesses and
users might expect increasing functionality and performance from a computer system
as the process of developing the system unfolds.

Feature creep refers to the tendency to add more and more features and details to the ex-
pected product of the project without bearing in mind that the incorporation of these fea-
tures will take extra time and money. The type of project determines what kind of feature
creep may exist. In software design, for example, feature creep leads to the uncontrolled
addition of technical features to the software under development. In a personal project,
such as writing a university assignment, feature creep might refer to the tendency to ob-
sessively perfect the details rather than the major requirements of the assignment.

Feedback in Project Management

Team projects need to be monitored to ensure they are progressing satisfactorily. Com-
munication among team members is essential in appraising the development of the
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allocated tasks, solving disputes and coming up with alternative courses of action when
necessary. Unfortunately, feedback is not an easy matter. Personal concerns often cloud
objective assessment of a situation, and projects are obstructed because of communica-
tion breakdown and individual idiosyncrasy of team members. Communication experts
tend to concur on some general guidelines for giving and receiving feedback.

When giving feedback:

Feedback should not be personal. All critical comments should be focused on
behaviour within a professional context, not on personal aspects.

Positive remarks should be included, and specific examples that are relevant to
the project aims should be given.

Feedback should be given soon after the particular situation, but at a time when
it is likely to be received well. In many cases, if a problematic situation is al-
lowed to continue for a long period, it might be very difficult to correct it later.

Feedback should come in small doses and should focus on the main points.
Commenting on everything that may be unacceptable in a situation can be
counterproductive and may be perceived as hostile.

In oral feedback, body language and tone of voice should be consistent with
verbal comments. For example, praise should be accompanied by appropriate
eye contact and tone of voice.

When receiving feedback:

Time should be given between the feedback and the response. Impulsive re-
sponses are often not well thought out and, therefore, inappropriate. Care
should also be taken to avoid defensive responses:

o Diverting: “you think that many would say...”

o Explaining: “That’s because...”

o Rejecting: “Yes, but...”

o Discounting: “Gee, I didn’t think you’d take this so seriously...”

o Intellectualising: “The premises of your argument are conditional on...”
o Attacking: “Who are you to make such comments...”

o Whining: “If only I had more time, you'd...”

It is important to understand clearly what the feedback is about and to ask for
explanations when the feedback is unclear.
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It is also important, in cases where criticism is excessive and expectations un-
fairly demanding, to indicate that the point has been taken and no further com-
ment is necessary (‘enough is enough’).
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Leadership in Organizations

Leadership in a group involves creating a vision and then influencing, motivating and
transforming others in order to achieve that vision. Some of the different processes
which are associated with leadership are assessment of the organization or business,
development of strategy and integrated management of business performance. All
these diverse principles of leadership have been carefully analyzed in this chapter.

Leader and its Characteristics

The ability to create a vision and influence, motivate, inspire and transform others to
achieve certain goals towards that vision is known as leadership.”

Leadership is the specific set of skills and attributes which can be acquired through
learning.

Leader: A Leader is a person who guides others and motivates them to achieve specific
goals to accomplish his vision.

Difference between Managers and Leaders:

Basis for Comparison Manager Leader

Position and Status

Managers are appointed person-
nel at official positions.

Any person can be a leader no matter
what his position and status is.

works accordingly

Way of thinking Controlled mindset Out of the box thinking

Focus Goal-oriented People-oriented

Aim Achieving targets Accomplishing their vision

Objective Getting the work done Bringing some change

Tools Power and control Trust and honesty

Originality Replica of one another, all doing | Original and individual personality
the same thing

Attitude Accept the existing situation and | Challenge the existing situation and

work to change the same

Perspective

Short term

Long term
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Qualities of a Good Leader
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A Good Leader has following qualities:

e Proactive

« Responsible

+ Ability to Inspire e Learner

o Clear Vision

o Patient Listener

o Good Communication Skills o Commitment

o Confident

e Self-Driven

« Never Give Up Attitude

« Trustworthy.

e Decision Maker

Leadership Process

LEADERSHIP PROCESS

Evaluate and assess the organisation's position

4

Take initiative
2

Create a vision
L 4

~ Set objectives to accomplish the vision

Formulate strategies to achieve objectives

B;‘éeiop a change process or tactics

Explain the need for change to the subordinates

Motivate and inspire the suberdinates to bring the desired change

Implement the strategies

Analyze the results
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1. Evaluate and assess the organisation’s position
2. Take initiative

Create a vision

Set objectives to accomplish the vision
Formulate strategies to achieve objectives
Develop a change process or tactics

Explain the need for change to the employees

Motivate and inspire the employees to bring the desired change

© ® N o ¢ s

Implement the strategies

10. Analyze the results.

Leadership Styles

Directive
Leadership

Cross-
cltural
Leadership

Democratic
Leadership

LEADERSHIP
STYLES

Autocratic or
Authoritative
Leadership

Coaching
Leadership

Transactional

1. Supportive Leadership: Leaders are more attentive towards the welfare and in-
dividual needs of the subordinates.

2. Directive Leadership: Leaders establish the standards of performance for the
subordinates and expect them to adhere to the rules and regulations. They pro-
vide complete guidance to the subordinates.

3. Achievement-oriented Leadership: Leaders usually set challenging goals for
the subordinates, expecting their constant improvement in performance. They
have confidence that the subordinates will perform excellently.
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10.

11.

12.

13.

14.

Participative or Democratic Leadership: Leaders invite opinions and sugges-
tions from the subordinates while making decisions.

Autocratic or Authoritative Leadership: Leaders have the complete hold over the
subordinates and do not entertain opinions, suggestions, questions and com-
plains. They take all the decisions solely without the participation of subordinates.

Strategic Leadership: Strategic leaders frame a set of strategies towards their
vision and motivate subordinates to accomplish that vision.

Charismatic Leadership: Charismatic Leader has an extraordinary and power-
ful personality and acts as a role model for his followers who follow him blindly.

Laissez-faire or Delegative Leadership: Leaders are lenient and assign author-
ity and responsibility to the subordinates. The subordinates are free to work as
they like to and take their own decisions with the minimal interference of the
management. Laissez-faire is one of the least effective styles of leadership.

Transformational Leadership: Transformational Leaders initiates a revolution-
ary change in the behaviour, perception and attitude of the subordinates. They
motivate and inspire the subordinates to develop their own skills to perform
better and ultimately accomplish the vision of the organisation.

Transactional Leadership: Transactional Leaders believe in motivating subor-
dinates through rewards and incentives and discouraging them through pun-
ishments.

Coaching Leadership: A Coaching Leader is well experienced in his role and is
focussed on the long-term growth of his subordinates.

Cross-cultural Leadership: In today’s global scenario, Cross-cultural Leaders
keep themselves updated and aware of the different cultures around the world,
and uses this knowledge to lead culturally diverse teams.

Visionary Leadership: A Visionary Leader communicates his vision for the
organisation to his followers and intellectually influences them to become
self-driven towards the shared vision.

Bureaucratic Leadership: Bureaucratic leaders use their position to exercise
power and strict control over the subordinates. The subordinates have to be in
complete discipline and are promoted on the basis of their capability to comply
with the rules and regulations of the organisation.

Behind the success of every organisation there lies an effective leadership. Leadership
involves the exercise of influence by one person over others. Wherever there is an or-
ganised group of Leaders are people who do the right thing; managers are people who
do things right. — Professor Warren G. Bennis.
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Leadership is the art of getting someone else to do something you want done because
he wants to do it. — Dwight D. Eisenhower

Leadership can be defined as an interpersonal influence directed toward the achieve-
ment of goals. Three important parts of this definition are the terms interpersonal,
influence and goal.

Interpersonal means between persons and thus, a leader has more than one
person or group to lead.

Influence is the power to affect others.

Goal is the end one attempts to attain.

Characteristics of Leadership

Empathy: Creating a legitimate rapport with your staff makes it less likely that
personal issues and resentment can creep in and derail the group. When your
team knows that you are empathetic to their concerns, they will be more likely
to work with you and share in your vision, rather than foster negative feelings.

Consistency: Being a consistent leader will gain you respect and credibility,
which is essential to getting buy-in from the group. By setting an example of
fairness and credibility, the team will want to act the same way.

Honesty: Another characteristic of leadership that lends itself to credibility.
Those who are honest, especially about concerns, make it far more likely that
obstacles will be addressed rather than avoided. Honesty also allows for better
assessment and growth.

Direction: Having the vision to break out of the norm and aim for great things
then the wherewithal to set the steps necessary to get there is an essential char-
acteristic of good leadership. By seeing what can be and managing the goals on
how to get there, a good leader can create impressive change.

Communication: Effective communication helps keep he team working on the right
projects with the right attitude. If you communicate effectively about expectations,
issues and advice, your staff will be more likely to react and meet your goals.

Flexibility: Not every problem demands the same solution. By being flexible to
new ideas and open-minded enough to consider them, you increase the likeli-
hood that you will find the best possible answer. You will set a good example for
your team and reward good ideas.

Conviction: A strong vision and the willingness to see it through is one of the
most important characterizes of leadership. The leader who believes in the mis-
sion and works toward it will be an inspiration and a resource to their followers.
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Factors of Leadership

Factors of
Leadership

Situation

.

Communication

Follower Leader

Leaders are people who are able to think and act creatively in abnormal situations and
who set out to influence the ations, beliefs and feelings of others. There are four major
factors in leadership.

1.

Leader: Leader must have an honest understanding about himself, what he
know, and what he can do. Also, note that it is the followers, not the leader or
someone else who determines if the leader is successful. If they do not trust or
lack confidence in their leader, then they will be uninspired. To be successful
you have to convince your followers, not yourself or your superiors, that you are
worthy of being followed.

Followers: Different people require different styles of leadership. For example,
a new employee requires more supervision than an experienced employee does.
A person who lacks motivation requires a different approach than one with a
high degree of motivation. You must know your people! The fundamental start-
ing point is having a good understanding of human nature, such as needs, emo-
tions, and motivation. You must come to know your employees’ be, know, and
do attributes.

Communication: Leadership is possible only through two-way communication.
Much of it is nonverbal. For instance, when you “set the example,” that commu-
nicates to your people that you would not ask them to perform anything that
you would not be willing to do. What and how you communicate either builds
or harms the relationship between you and your followers.

Situation: All situations are different. What you do in one situation will not al-
ways work in another. Leader must use his judgment to decide the best course
of action and the leadership style needed for each situation. For example, you
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may need to confront an employee for inappropriate behaviour, but if the con-
frontation is too late or too early, too harsh or too weak, then the results may
prove ineffective.

Qualities of a Successful Leader

Leadership is the ability to influence the behaviour of a group of individuals in a partic-
ular pattern. A leader should possess certain qualities which is helpful to influence the
group for achieving the best results from individuals. Leadership traits can be divided
in to two.

They are personal traits and management traits:
1. Personal traits
a. Intelligence
b. Self confidence
c. Foresight and vision
d. Initiative
e. Sound physique
f. Dynamic personality
g. Objectivity
h. Empathy
i. Responsibility
j.  Emotional stability
k. Tact.
2. Managerial Traits
a. Technical knowledge
b. Organising ability
c. Ability to deal with people.

Importance of Leadership

Leadership plays an important role in making organisation successful. All organi-
sations require leaders to lead the organisation. Leaders are able to build a team for
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achievement of organisational objectives. Without a good leader, organisation cannot
function efficiently and effectively.

The importance of good leadership are following;:

1.

Motivating employees

2. Better utilisation of human resources

3. Creating confidence

4. Promoting the spirit of co-ordination

5. Builds morale

6. Directing group activity

7. Develops good human relations

8. Helps to fulfil social responsibilities.
Leadership Styles

From Mahatma Gandhi and Winston Churchill, to Martin Luther King and Steve Jobs,
there can be as many ways to lead people as there are leaders. Fortunately, business-
people and psychologists have developed useful frameworks that describe the main
ways that people lead.

Lewin’s Leadership Styles

Psychologist Kurt Lewin’s developed his framework in the 1930s, and it provided the
foundation of many of the approaches that followed afterwards. He argued that there
are three major styles of leadership:

Autocratic leaders make decisions without consulting their team members,
even if their input would be useful. This can be appropriate when you need to
make decisions quickly, when there’s no need for team input, and when team
agreement isn’t necessary for a successful outcome. However, this style can be
demoralizing, and it can lead to high levels of absenteeism and staff turnover.
There are three types of autocratic leaders:

a. Strict autocrat — who follows autocratic style in a very strict sense. He in-
fluences subordinates through negative motivation like criticing subordi-
nates’, imposing penalty etc.

b. Benevolent autocrat — leader influences his subordinates through positive
motivation. He uses reward and incentives in directing his subordinates to-
wards these organisational goals.
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c. Manipulative autocrat — the autocrat leader tries to make the subordinate to
feel that they are actually participating in decision making even though he
had already take a decision.

Democratic leaders - make the final decisions, but they include team members
in the decision-making process. They encourage creativity, and people are often
highly engaged in projects and decisions. As a result, team members tend to
have high job satisfaction and high productivity. This is not always an effective
style to use, though, when you need to make a quick decision.

Laissez-faire or free rein - leaders give their team members a lot of freedom in
how they do their work, and how they set their deadlines. They provide support
with resources and advice if needed, but otherwise they don’t get involved. This
autonomy can lead to high job satisfaction, but it can be damaging if team mem-
bers don’t manage their time well, or if they don’t have the knowledge, skills,
or self-motivation to do their work effectively. (Laissezfaire leadership can also
occur when managers don’t have control over their work and their people.)

Paternalistic leaderships - under this style leader assumes that his function is
paternal or fatherly. Their relationship is same as father and family. The leader
guides and protects his subordinates as members of his family. As the head of
the family, the leader provides good working conditions and fringe benefits to
his subordinates.

Leadership and Management

These are two notions that are often used interchangeably. Leadership and manage-
ment must go hand in hand. They are not the same thing. But they are necessarily
linked, and complementary. Any effort to separate the two is likely to cause more prob-
lems than it solves.

The manager is a copy; the leader is an original.

The manager maintains; the leader develops.

The manager focuses on systems and structure; the leader focuses on people.
The manager relies on control; the leader inspires trust.

The manager has a short-range view; the leader has a long-range perspective.
The manager asks how and when; the leader asks what and why.

The manager has his or her eye always on the bottom line; the leader’s eye is on
the horizon.

The manager imitates; the leader originates.
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« The manager accepts the status quo; the leader challenges it.

« The manager is the classic good soldier; the leader is his or her own person.
» The manager administers; the leader innovates.

« The manager does things right; the leader does the right thing.

Perhaps there was a time when the calling of the manager and that of the leader could
be separated. A foreman in an industrial area factory probably didn’t have to give much
thought to what he was producing or to the people who were producing it. His or her
job was to follow orders, organize the work, assign the right people to the necessary
tasks, coordinate the results, and ensure the job got done as ordered. The focus was on
efficiency.

But in the new economy, where value comes increasingly from the knowledge of peo-
ple, and where workers are no longer undifferentiated cogs in an industrial machine,
management and leadership are not easily separated. People look to their managers,
not just to assign them a task, but to define for them a purpose. And managers must
organize workers, not just to maximize efficiency, but to nurture skills, develop talent
and inspire results.

The late management guru Peter Drucker was one of the first to recognize this truth,
as he was to recognize so many other management truths. He identified the emergence
of the “knowledge worker,” and the profound differences that would cause in the way
business was organized.

Leadership Theories

An organisation has the greatest chance f being successful when all of the employees
work toward achieving its goals. Since leadership involves the exercise of influence by
one person over others, the quality of leadership exhibited by supervisors is a critical
determinant of organisational success. Thus, supervisors study leadership in order to
influence the actions of employees towards the achievement of the goals of the organ-
isation.

Effective leadership is a function of the characteristics of the leader, the style of lead-
ership, the characteristics of the followers and the situation exists in the organisation.
The leadership theories can be categorised as follows:

1. Trait theories
2. Behavioural theories
3. Contingency theories

4. Transformational theories
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Trait Theories of Leadership

The trait model of leadership is based on the characteristics of many leaders - both suc-
cessful and unsuccessful - and is used to predict leadership effectiveness. The resulting
lists of traits are then compared to those of potential leaders to assess their likelihood
of success or failure.

Scholars taking the trait approach attempted to identify physiological (appearance,
height, and weight), demographic (age, education and socioeconomic background),
personality, self- confidence, and aggressiveness), intellective (intelligence, decisive-
ness, judgment, and knowledge), task-related (achievement drive, initiative, and per-
sistence), and social characteristics (sociability and cooperativeness) with leader emer-
gence and leader effectiveness.

Successful leaders definitely have interests, abilities, and personality traits that are dif-
ferent from those of the less effective leaders. Through many researchers conducted in
the last three decades of the 20th century, a set of core traits of successful leaders have
been identified. These traits are not responsible solely to identify whether a person will
be a successful leader or not, but they are essentially seen as preconditions that endow
people with leadership potential.

Among the core traits identified are:

» Achievement drive: High level of effort, high levels of ambition, energy and ini-
tiative.

« Leadership motivation: an intense desire to lead others to reach shared goals.
« Honesty and integrity: trustworthy, reliable, and open.
« Self-confidence: Belief in one’s self, ideas, and ability.

» Cognitive ability: Capable of exercising good judgment, strong analytical abili-
ties, and conceptually skilled.

« Knowledge of business: Knowledge of industry and other technical matters.

« Emotional Maturity: well adjusted, does not suffer from severe psychological
disorders.

« Others: charisma, creativity and flexibility.

Advantages of Trait Theory
« Itis naturally pleasing theory.

« TItisvalid as lot of research has validated the foundation and basis of the theory.
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« It serves as a yardstick against which the leadership traits of an individual can
be assessed.

« It gives a detailed knowledge and understanding of the leader element in the
leadership process.

Limitations of the Trait Theory

« There is bound to be some subjective judgment in determining who is regarded
as a ‘good’ or ‘successful’ leader.

» The list of possible traits tends to be very long. More than 100 different traits
of successful leaders in various leadership positions have been identified. These
descriptions are simply generalities.

« There is also a disagreement over which traits are the most important for an
effective leader.

« The model attempts to relate physical traits such as, height and weight, to effec-
tive leadership. Most of these factors relate to situational factors. For example, a
minimum weight and height might be necessary to perform the tasks efficiently
in a military leadership position. In business organizations, these are not the
requirements to be an effective leader.

« The theory is very complex.

Implications of Trait Theory

The trait theory gives constructive information about leadership. It can be applied by
people at all levels in all types of organizations. Managers can utilize the information
from the theory to evaluate their position in the organization and to assess how their
position can be made stronger in the organization. They can get an in-depth under-
standing of their identity and the way they will affect others in the organization. This
theory makes the manager aware of their strengths and weaknesses and thus they get
an understanding of how they can develop their leadership qualities.

The traits approach gives rise to questions: whether leaders are born or made; and
whether leadership is an art or science. However, these are not mutually exclusive al-
ternatives. Leadership may be something of an art; it still requires the application of
special skills and techniques. Even if there are certain inborn qualities that make one a
good leader, these natural talents need encouragement and development. A person is
not born with self-confidence. Self- confidence is developed, honesty and integrity are a
matter of personal choice, motivation to lead comes from within the individual, and the
knowledge of business can be acquired. While cognitive ability has its origin partly in
genes, it still needs to be developed. None of these ingredients are acquired overnight.
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Behavioural Theories

Behavioural theories of leadership are classified as such because they focus on the study
of specific behaviours of a leader. For behavioural theorists, a leader behaviour is the
best predictor of his leadership influences and as a result, is the best determinant of his
or her leadership success.

This behaviour-focused approach provides real marketing potential, as behaviours can
be conditioned in a manner that one can have a specific response to specific stimuli. As
a result, we have gone from the supposition that leaders are born, (Great Man Theory)
through to the possibility that we can measure your leadership potential (Trait Theory)
via psychometrics measurements and then to the point that anyone can be made a lead-
er (Behavioural Theories) by teaching them the most appropriate behavioural response
for any given situation. There are two important Behavioural studies:

Ohio State University

As leadership studies that were aimed at identifying the appropriate traits didn’t yield
any conclusive results, a group of people from Ohio State University developed a list of
150 statements from their generated responses that included 1,800 hundred statements.
The list was designed to measure nine different behavioural leadership dimensions.

One of the primary purposes of the study was to identify common leadership be-
haviours. After compiling and analyzing the results, the study led to the conclusion that
there were two groups of behaviours that were strongly correlated. These were defined
as Consideration (People Oriented behavioural Leaders) and Initiating Structure (Task
Oriented Leaders).

Task Oriented Leaders

The task concerned leaders are focusing their behaviours on the organizational struc-
ture, the operating procedures and they like to keep control. Task-oriented leaders are
still concern with their staff motivation; however it’s not their main concern. They will
favour behaviours that are in line with:

» Initiating
+ Organizing
« Clarifying

» Information Gathering

People Oriented Leaders

The people oriented leaders are focusing their behaviours on ensuring that the inner
needs of the people are satisfied. Thus they will seek to motivate their staff through
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emphasizing the human relation. People oriented leaders still focus on the task and the
results; they just achieve them through different means. Leaders with a people focus
will have behaviours that are in line with:

» Encouraging
« Observing
» Listening

« Coaching and Mentoring

University of Michigan

Lead by the famous organizational psychologist, Dr. Rensis Likert, the leadership stud-
ies at the University of Michigan identified three characteristics of effective leadership;
two of which were previously observed in studies that had been conducted at Ohio State
University. The study showed that task and relationship-oriented behaviours weren’t of
major significance within the world of organizational psychology. However it was the
third observation that introduced a new concept, one of participative leadership.

The Blake-Mouton Managerial Grid

The Blake-Mouton Managerial Grid was published in 1964, and it highlights the most
appropriate style to use, based on concern for people and concern for production/tasks.

With a people-oriented style, focus is on organizing, supporting, and developing team
members. This participatory style encourages good teamwork and creative collaboration.

With task-oriented leadership, focus is on getting the job done. We define the work and
the roles required, put structures in place, and plan, organize, and monitor work.

According to this model, the best style to use is one that has both a high concern for
people and a high concern for the task — it argues that you should aim for both, rather
than trying to offset one against the other.

Understanding the Model
The Managerial Grid is based on two behavioural dimensions:

« Concern for People — This is the degree to which a leader considers the needs of
team members, their interests, and areas of personal development when decid-
ing how best to accomplish a task.

« Concern for Results — This is the degree to which a leader emphasizes concrete
objectives, organizational efficiency and high productivity when deciding how
best to accomplish a task.
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Using the axis to plot leadership ‘concerns for results’ versus ‘concerns for people’,
Blake and Mouton defined the following five leadership styles:

Country Club Team
Leadership Leadership
Middle-of-the-Road
Leadership

Impoverished
Leadership

x
&
>

Concern for People

Produce-or-Perish
Leadership

Low

Low Concern for Results High
The Blake Mouton Managerial Grid.

Impoverished Management — Low Results/Low People

This leader is mostly ineffective. He/she has neither a high regard for creating systems
for getting the job done, nor for creating a work environment that is satisfying and mo-
tivating. The result is disorganization, dissatisfaction and disharmony.

Country Club Management — High People/Low Results

This style of leader is most concerned about the needs and feelings of members of his/
her team. These people operate under the assumption that as long as team members
are happy and secure then they will work hard. What tends to result is a work environ-
ment that is very relaxed and fun but where production suffers due to lack of direction
and control.

Authority-Compliance Management — High Results/Low People

Also known as Authoritarian or “Produce or Perish” Leaders, people in this category
believe that employees are simply a means to an end. Employee needs are always sec-
ondary to the need for efficient and productive workplaces. This type of leader is very
autocratic, has strict work rules, policies, and procedures, and views punishment as the
most effective means to motivate employees.

Middle-of-the-Road Management — Medium Results/Medium People

This style seems to be a balance of the two competing concerns, and it may at first appear
to be an ideal compromise. Therein lies the problem, though: When you compromise,
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you necessarily give away a bit of each concern, so that neither production nor people
needs are fully met. Leaders who use this style settle for average performance and often
believe that this is the most anyone can expect.

Team Leadership — High Production/High People

According to the Blake Mouton model, this is the best managerial style. These leaders
stress production needs and the needs of the people equally highly.

Contingency Theories

These theories are based on the idea that the leader’s ability to lead is a contingent upon
various situational factors, including the leader’s preferred style, the capabilities and
behaviours of the followers and also various other situational factors.

Contingency theories are a class of behavioural theory that tells there is no best way of
leading and that a leadership style that is effective in some situations may not be suc-
cessful in others. The important contingency theories are:

Fiedler’s Contingency Model

This theory was developed by Fred.E.Fiedler. This is the first comprehensive contin-
gency theory of leadership. He believes that leader effectiveness depends upon bothe
the leaders personality and the situation. Certain leaders are effective in one situation
but not in others.

Least preferred Co-worker (LPC) Scale

Fiedler identified the a Least Preferred Co-Worker scoring for leaders by asking them
first to think of a person with which they worked that they would like least to work
with again, and then to score the person on a range of scales between positive factors
(friendly, helpful, cheerful, etc.) and negative factors (unfriendly, unhelpful, gloomy,
etc.). A high LPC leader generally scores the other person as positive and a low LPC
leader scores them as negative.

High LPC leaders tend to have close and positive relationships and act in a supportive
way, even prioritizing the relationship before the task. Low LPC leaders put the task
first and will turn to relationships only when they are satisfied with how the work is

going.
Three factors are then identified about the leader, member and the task, as follows:

« Leader-Member Relations: The extent to which the leader has the support
and loyalties of followers and relations with them are friendly and cooper-
ative.
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o Task structure: The extent to which tasks are standardised, documented and
controlled.

« Leader’s Position-power: The extent to which the leader has authority to assess
follower performance and give reward or punishment.

The best LPC approach depends on a combination of these three. Generally, a high
LPC approach is best when leader-member relations are poor, except when the task is
unstructured and the leader is weak, in which a low LPC style is better.

The leadership style of the leader, thus, fixed and measured by what he calls the least
preferred co-worker (LPC) scale, an instrument for measuring an individual’s leader-
ship orientation. The LPC scale asks a leader to think of all the people with whom they
have ever worked and then describe the person with whom they have worked least well,
using a series of bipolar scales of 1 to 8, such as the following:

Unfriendly 1 2 3 4 5 6 7 8 Friendly
Uncooperative 1 2 3 4 5 6 7 8 Cooperative
Hostile 12 3 4 5 6 7 8 Supportive

...12345678 ...
Guarded 123 45678 Open

A high LPC score suggests that the leader has a “human relations orientation”, while
a low LPC score indicates a “task orientation”. Fiedler assumes that everybody’s least
preferred co-worker in fact is on average about equally unpleasant. But people who are
indeed relationship motivated, tend to describe their least preferred co-workers in a
more positive manner, e.g., more pleasant and more efficient. Therefore, they receive
higher LPC scores. People who are task motivated, on the other hand, tend to rate their
least preferred co-workers in a more negative manner. Therefore, they receive lower
LPC scores. So, the Least Preferred Co-worker (LPC) scale is actually not about the
least preferred worker at all, instead, it is about the person who takes the test; it is
about that person’s motivation type.

Situational Favourableness

According to Fiedler, the ability to control the group situation (the second component
of the contingency model) is crucial for a leader. This is because only leaders with situ-
ational control can be confident that their orders and suggestions will be carried out by
their followers. Leaders who are unable to assume control over the group situation can-
not be sure that the members they are leading will execute their commands. Because
situational control is critical to leadership efficacy.

The contingency theory allows for predicting the characteristics of the appropriate
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situations for effectiveness. Three situational components determine the favourable-
ness of situational control:

1. Leader-Member Relations, referring to the degree of mutual trust, respect and
confidence between the leader and the subordinates. When leader-member re-
lations in the group are poor, the leader has to shift focus away from the group
task in order to regulate behaviour and conflict within the group.

2. Task Structure, referring to the extent to which group tasks are clear and struc-
tured. When task structure is low (unstructured), group tasks are ambiguous,
with no clear solution or correct approach to complete the goal. In contrast,
when task structure is high (structured), the group goal is clear, unambiguous
and straightforward: members have a clear idea about the how to approach and
reach the goal.

3. Leader Position Power, referring to the power inherent in the leader’s position
itself.

When there is a good leader-member relation, a highly structured task, and high leader
position power, the situation is considered a “favourable situation.” Fiedler found that
low-LPC leaders are more effective in extremely favourable or unfavourable situations,
whereas high-LPC leaders perform best in situations with intermediate favourability.

Leaders in high positions of power have the ability to distribute resources among their
members, meaning they can reward and punish their followers. Leaders in low position
power cannot control resources to the same extent as leaders in high power, and so lack
the same degree of situational control.

For example, the CEO of a business has high position power, because she is able to
increase and reduce the salary that her employees receive. On the other hand, an office
worker in this same business has low position power, because although they may be
the leader on a new business deal, they cannot control the situation by rewarding or
disciplining their colleagues with salary changes.

Leader-situation Match and Mismatch

Since personality is relatively stable though it can be changed, the contingency model
suggests that improving effectiveness requires changing the situation to fit the leader.
This is called “job engineering” or “job restructuring”. The organization or the leader
may increase or decrease task structure and position power, also training and group
development may improve leader- member relations.

Examples:

» Task-oriented leadership would be advisable in natural disaster, like a flood or
fire. In an uncertain situation the leader-member relations are usually poor,
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the task is unstructured, and the position power is weak. The one who emerg-
es as a leader to direct the group’s activity usually does not know subordinates
personally. The task-oriented leader who gets things accomplished proves to
be the most successful. If the leader is considerate (relationship-oriented),
they may waste so much time in the disaster, that things get out of control and
lives are lost.

« Blue-collar workers generally want to know exactly what they are supposed to
do. Therefore, their work environment is usually highly structured. The lead-
er’s position power is strong if management backs their decision. Finally, even
though the leader may not be relationship-oriented, leader-member relations
may be extremely strong if they can gain promotions and salary increases for
subordinates. Under these situations the task-oriented style of leadership is
preferred over the (considerate) relationship-oriented style.

Tri-Dimensional Leader Effectiveness Model

Depending on employee’s competencies in their task areas and commitment to their
tasks, leadership style should vary from one person to another. They classified most of
the activities of leaders into the following two distinct behavioural dimensions.

1. Task behaviour: It is the extent to which leaders are likely to organise and de-
fine the roles of the members of their group and to explain what activities each
is to do and when, where and how tasks are to be accomplished ; characterised
by endeavouring to establish well defined patterns of organisation, channels of
communication and ways of getting jobs accomplished.

The leader engages in one way communication with the workers by telling what
each worker is to do. The communication is characterised as one way because
there is no chance for workers to give feedback to the leader.

2. Relationship behaviour: Relationship behaviour on the other hand is the ex-
tent to which leaders are likely to maintain personal relationships between
themselves and members of their group by opening up channels of commu-
nication, providing socio emotional support, active listening, psychological
strokes, and facilitating behaviours. In this case the leaders and workers
engage in two ways communication. There are sufficient opportunities for
feedback.

In order to understand a persons leadership style there must be a combination of task
and relationship behaviour. They are directing/telling, coaching/selling, supporting/
participating and delegating.

1. Directing/telling: it is known as high task low relationship leadership be-
haviours directing. When the follower cannot do the job and is not motivated,
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then the leader takes a highly directive role, telling them what to do and without
a great deal of concern for the relationship.

2. Coaching/selling: High task-High relationship leadership behaviour is re-
ferred to as coaching. Leaders still define roles and tasks, but seek ideas and
suggestions from the follower. Decisions remain the leader’s choice, but com-
munication is much more two way.

3. Supporting/Participating - Low task-High relationship leadership behaviour
is referred to as supporting. Leaders pass day to day decisions, such as task
allocation and processes, to the follower. The leader facilitates and takes
part in decisions, but control is with the follower. For people who have com-
petence, but lack confidence or motivation does not need much direction
because of their skills, but support is necessary to bolster their confidence
and motivation.

4. Delegating: finally, low task - low relationship leadership behaviour is referred
to as delegating. When the follower can do the job and is motivated to do it,
then the leader can basically leave them to it, trusting them to get on with the
job. The leader allows group members considerable autonomy in completing
the task. In the tri dimensional model it shows that the effectiveness of leaders
depends on how appropriate their leadership style is to the situation in which
they operate. The added effectiveness dimension also attempts to integrate the
concepts of leader style with situation demands of a specific environment. So
where the style is appropriate to a given situation it will be deemed effective,
and where it is not appropriate it will be concluded ineffective.

Leader Member Exchange Theory [Lmx]

Leader-Member Exchange Theory, also called LMX or Vertical Dyad Linkage Theory,
describes how leaders in groups maintain their position through a series of tacit ex-
change agreements with their members.

In-group and out-group

In particular, leaders often have a special relationship with an inner circle of trusted
lieutenants, assistants and advisors, to whom they give high levels of responsibility,
decision influence, and access to resources. This in-group pay for their position. They
work harder, are more committed to task objectives, and share more administrative
duties. They are also expected to be fully committed and loyal to their leader. The out-
group, on the other hand, are given low levels of choice or influence.

This also puts constraints upon the leader. They have to nurture the relationship with
their inner circle whilst balancing giving them power with ensuring they do not have
enough to strike out on their own.
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The LMX Process

These relationships, if they are going to happen, start very soon after a person joins the
group and follow three stages:

1. Role taking: The member joins the team and the leader assesses their abilities
and talents. Based on this, the leader may offer them opportunities to demon-
strate their capabilities.

Another key factor in this stage is the discovery by both parties of how the other
likes to be respected.

2. Role making: In the second phase, the leader and member take part in an un-
structured and informal negotiation whereby a role is created for the member
and the often-tacit promise of benefit and power in return for dedication and
loyalty takes place.

Trust-building is very important in this stage, and any felt betrayal, especially
by the leader, can result in the member being relegated to the out-group.

This negotiation includes relationship factors as well as pure work-related ones,
and a member who is similar to the leader in various ways is more likely to suc-
ceed. This perhaps explains why mixed gender relationships regularly are less
successful than same-gender ones (it also affects the seeking of respect in the
first stage). The same effect also applies to cultural and racial differences.

3. Routinization: In this phase, a pattern of on-going social exchange between the
leader and the member becomes established.

Success Factors

Successful members are thus similar in many ways to the leader (which perhaps ex-
plains why many senior teams are all white, male, middle-class and middle-aged). They
work hard at building and sustaining trust and respect.

To help this, they are empathetic, patient, reasonable, sensitive, and are good at seeing
the viewpoint of other people (especially the leader). Aggression, sarcasm and an ego-
centric view are keys to the out-group wash-room.

The overall quality of the LMX relationship varies with several factors. Curiously, it is
better when the challenge of the job is extremely high or extremely low. The size of the
group, financial resource availability and the overall workload are also important.

Onwards and Upwards

The principle works upwards as well. The leader also gains power by being a member
of their manager’s inner circle, which then can then share on downwards. People at the
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bottom of an organization with unusual power may get it from an unbroken chain of
circles up to the hierarchy.

The principle works upwards as well. The leader also gains power by being a member
of their manager’s inner circle, which then can then share on downwards. People at the
bottom of an organization with unusual power may get it from an unbroken chain of
circles up to the hierarchy.

Path Goal Theory

The path—goal theory, also known as the path—goal theory of leader effectiveness or
the path—goal model, is a leadership theory developed by Robert House, an Ohio State
University graduate, in 1971 and revised in 1996. The theory states that a leader’s be-
haviour is contingent to the satisfaction, motivation and performance of her or his sub-
ordinates. The revised version also argues that the leader engages in behaviours that
complement subordinate’s abilities and compensate for deficiencies.

The path—goal model can be classified as a Transaction leadership theory. According to
the first of all theory, the manager’s job is viewed as guiding workers to choose the best
paths to reach their goals, as well as the organizational goals. The theory argues that
leaders will have to engage in different types of leadership behaviour depending on the
nature and the demands of a particular situation. It is the leader’s job to assist followers
in attaining goals and to provide the direction and support needed to ensure that their
goals are compatible with the organization’s goals.

Aleader’s behaviour is acceptable to subordinates when viewed as a source of satisfaction,
and motivational when need satisfaction is contingent on performance, and the leader fa-
cilitates, coaches, and rewards effective performance. The original path-goal theory iden-
tifies achievement-oriented, directive, participative, and supportive leader behaviours:

« The directive path-goal clarifying leader behaviour refers to situations where
the leader lets followers know what is expected of them and tells them how to
perform their tasks. The theory argues that this behaviour has the most positive
effect when the subordinates’ role and task demands are ambiguous and intrin-
sically satisfying.

» The achievement-oriented leader behaviour refers to situations where the lead-
er sets challenging goals for followers, expects them to perform at their highest
level, and shows confidence in their ability to meet this expectation. Occupa-
tions in which the achievement motive was most predominant were technical
jobs, sales persons, scientists, engineers, and entrepreneurs.

» The participative leader behaviour involves leaders consulting with followers
and asking for their suggestions before making a decision. This behaviour is
predominant when subordinates are highly personally involved in their work.

[184
184 ]



Leadership in Organizations

« The supportive leader behaviour is directed towards the satisfaction of subordi-
nates needs and preferences. The leader shows concern for the followers’ psy-
chological well-being. This behaviour is especially needed in situations in which
tasks or relationships are psychologically or physically distressing.

Path—goal theory assumes that leaders are flexible and that they can change their style, as
situations require. The theory proposes two contingency variables, such as environment
and follower characteristics, that moderate the leader behaviour-outcome relationship.

Environment is outside the control of the follower-task structure, authority system, and
work group. Environmental factors determine the type of leader behaviour required
if the follower outcomes are to be maximized. Follower characteristics are the locus
of control, experience, and perceived ability. Personal characteristics of subordinates
determine how the environment and leader are interpreted. Effective leaders clarify
the path to help their followers achieve goals and make the journey easier by reducing
roadblocks and pitfalls. Research demonstrates that employee performance and satis-
faction are positively influenced when the leader compensates for the shortcomings in
either the employee or the work setting. This theory is useful because it reminds lead-
ers that their central purpose as a leader is to help subordinates define and reach their
goals in an efficient manner.

Leader-Participation Model

The Vroom-Yetton-Jago model or Leader- Participation Model is a contingency ap-
proach to group decision making that is designed specifically to help leaders select the
best approach to making decisions. The model identifies different ways a decision can
be made by considering the degree of follower participation. It proposes a method for
leaders to select the right approach to making a decision in a given set of circumstances.

The Vroom-Yetton-Jago model defines five different decision approaches that a leader
can use. In order of participation from least to most, these are:

1. AI — Autocratic Type 1: Decisions are made completely by the leader. Leaders
make the decision on their own with whatever information is available.

2. AII — Autocratic Type 2: The decision is still made by the leader alone, but the
leader collects information from the followers. Followers play no other role in
the decision- making process.

3. CI — Consultative Type 1: The leader seeks input from select followers individ-
ually based on their relevant knowledge. Followers do not meet each other, and
the leader’s decision may or may not reflect followers’ influence.

4. CII — Consultative Type 2: Similar to CI, except the leader shares the problem
with relevant followers as a group and seeks their ideas and suggestions. The
followers are involved in the decision, but the leader still makes the decision.
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5. GII — Group-based Type 2: The entire group works through the problem with

the leader. A decision is made by the followers in collaboration with the leader.
In a GII decision, leaders are not at liberty to make a decision on their own.

Recent Approaches to Leadership Theories

1.

Transformational Leadership: The leadership frameworks discussed so far are
all useful in different situations, however, in business, “transformational lead-
ership” is often the most effective style to use.

Transformational leaders have integrity and high emotional intelligence. They
motivate people with a shared vision of the future, and they communicate well.
They're also typically self-aware, authentic, empathetic, and humble.

Transformational leaders inspire their team members because they expect the
best from everyone, and they hold themselves accountable for their actions.
They set clear goals, and they have good conflict-resolution skills. This leads to
high productivity and engagement.

However, leadership is not a “one size fits all” thing; often, you must adapt your
approach to fit the situation. This is why it’s useful to develop a thorough un-
derstanding of other leadership frameworks and styles; after all, the more ap-
proaches you're familiar with, the more flexible you can be.

Charismatic Leadership: Charismatic leadership resembles transformational
leadership: both types of leaders inspire and motivate their team members.

The difference lies in their intent. Transformational leaders want to transform
their teams and organizations, while leaders who rely on charisma often focus
on themselves and their own ambitions, and they may not want to change any-
thing.

Charismatic leaders might believe that they can do no wrong, even when others
warn them about the path that they’re on.

Transactional Leadership: This style starts with the idea that team members
agree to obey their leader when they accept a job. The “transaction” usually
involves the organization paying team members in return for their effort and
compliance on a short-term task. The leader has a right to “punish” team mem-
bers if their work doesn’t meet an appropriate standard.

Transactional leadership is present in many business leadership situations, and
it does offer some benefits. For example, it clarifies everyone’s roles and respon-
sibilities. And, because transactional leadership judges team members on per-
formance, people who are ambitious or who are motivated by external rewards
including compensation often thrive.
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The downside of this style is that, on its own, it can be chilling and amoral,
and it can lead to high staff turnover. It also has serious limitations for knowl-
edge-based or creative work.

As a result, team members can often do little to improve their job satisfaction.

Transformational Leadership: According to Hodgetts and Luttans, transforma-
tional leaders are visionary agents with a mission who are capable of motivating
their followers to accept new goals and new ways of doing things. Over the last
30 years, transformational leadership has become one of the most prominent
theories of organizational behaviour. Transformational leadership has been de-
fined by the ability of the leader to create a shared vision and a strong identifica-
tion with team members that is based on more than just rewarding completion
of project activities. Through this shared vision, the transformational leader is
then able to mobilize commitment and transcendent performance of both the
individual and the project as a whole. Such leaders are said to show charisma, as
a means of motivating others to integrate into the collective vision, and a strong
consideration of and support for individual team member needs.

In contrast to leadership based on individual gain and the exchange of rewards
for effort, transformational leaders direct and inspire employee effort by raising
their awareness of the importance of organizational values and outcomes. In
doing so, such leaders activate the higher-order needs of their employees and
encourage them to transcend their own self-interest for the sake of the organi-
zation and its clientele.

Research not only has validated the existence of transformational leadership
but also consistently has linked the practice of these transformational leader-
ship behaviours with employee performance and satisfaction. Transformation-
al leaders use idealized influence, inspiration and motivation, intellectual stim-
ulation and individualized consideration to achieve superior results.

Leadership Substitutes

Leadership substitutes is one of the more recent theories on leadership. Although not
many studies have been done so far to test them, these theories suggest certain differ-
ent and interesting ways of looking at leadership.

The concept of substitutes for leadership was developed because leadership models and
theories do not account for situation s in which leadership is not needed. They simply
try to specify what kind of a leader behaviour is appropriate. The substitutes concept,
however identifies situations in which leader behaviours are neutralised or replaced by
characteristics of the subordinate, the task, and the organisation.

Under certain circumstances, leaders and leadership become unnecessary because they
are no longer necessary for employees high performance and satisfaction.
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Factors that can substitute for leadership include the following;:

1. Certain individual characteristics, including ability, knowledge, experience,
training, independence, and indifference toward organisational rewards.

2. Certain task characters, including routineness, high structure, frequent feed-
back, and intrinsic satisfaction.

3. Certain organisation characteristics, including clear plans and goals, rules and
procedures, cohesive work groups, rigid reward structure, and physical distance
between leader and subordinates.

The distinction between maintenance focus and task focus is pertinent also when it
comes to leadership of a team. Maintenance-focused leaders tend to pay attention
to the cohesion of the group, ensuring that it remains harmonious while working to-
wards team objectives. They are good at resolving conflict, and can delegate and super-
vise effectively. Such leaders, however, may be ineffective in some situations, such as
when there is strong opposition within the group. Task-focused leaders, on the other
hand, are focused on achieving objectives whatever the cost and they can drive change
through resistance. They are not too concerned about cohesion or harmonious coop-
eration, focusing, instead, on achieving results. Their directive skills work best with
subordinates rather than equals, and, generally, leading self-motivated people is not
their strong point.

Regardless of whether their focus is to maintain cohesion or to initiate tasks, effective
team leaders share certain characteristics. According to Qubein, these common char-
acteristics are:

» They value people: they acknowledge the importance and contribution of
others.

« They listen actively: they make an effort to understand the needs and desires of
others.

« They are tactful: they criticize sparingly, constructively and diplomatically.
« They give credit: they praise others and their contributions publicly.

« They are consistent: they control their personal moods, and are fair in their
exchanges with others.

« They admit mistakes: they take the blame for errors they committed.

« They have a sense of humour: they maintain a pleasant disposition and pleasant
manner.

« They set a good example: they follow their own regulations.
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Like other managers, team leaders can exhibit styles of direction with varying degrees of dom-
inance or control. These styles vary from contexts where the leader enforces his/her decision
on team members, to the opposite extreme where the leader listens to all parties and allows
for unlimited individual initiative. In many cases the leader’s powers and responsibilities
are inscribed in the organization’s management structure, but, as in most facets of human
behaviour, they also depend on individual leader’s interpretation of this structure. Accord-
ing to the leadership continuum model first proposed by R Tannebaum and W. H. Schmidt,
leadership strategies range from autocratic to laissez-faire, and comprise several steps in-
between. The leadership continuum is shown in the following diagram.

Autocratic manager | Sole decision-maker |

r'y

| *Sells decisions’ |

Presents decision and
invites questions

Presents tentative
decisions subject to
change

Presents problems,
requests suggestions,
and makes decisions

Defines parameters
and asks for group
decision

Allows decisions
v within parameters

Allows full freedom

Democratic manager ;
of action

Leadership continuum.

Leadership Process

The leadership role often changes significantly in a High Performance organization.
This is true for executives and supervisors alike. All too often, leaders consider
changes to High Performance as a technique or program which others must imple-
ment, but fail to realize the extent to which they must be personally involved and
change themselves.

Since High Performance is a way of thinking about and managing the business, the
transformation process begins by helping senior leadership define not only what they
should be doing in the organization, but how they should go about doing it.
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The Leadership Process includes five essential steps:

Step 1: Leadership Orientation and Commitment

Leadership orientation and commitment is normally a one to two-day orientation ses-
sion in which key leaders from the organization learn about High Performance. In this
session participants go through an organization simulation to experience the difference
between traditional and High Performance work systems. As they learn and discuss
principles of High Performance, they will learn about the transformation process, ex-
plore the level of trust within the organization, and identify change needs driving their
organization.

Step 2: Assessment of the Business and Organization

The purpose of this step is to complete a comprehensive assessment of the organiza-
tion, creating a common understanding of the current state of the business. Key lead-
ership, with a cross-section of people from the organization, analyzes a business case
study to learn how to use the Transformation Model as a framework for organization
analysis. Then, applying the Transformation Model to their own organization, they sys-
tematically analyze seven key elements: current results; the business environment; the
current strategy; current core processes, current structure; and coordination and de-
velopment systems.

Following their analysis, they summarize key issues to address and identify organiza-
tion strengths, weaknesses, and alignment issues. Armed with comprehensive assess-
ment data, they can develop a list of change initiatives for improving the organization
and moving toward High Performance. The assessment process can be modularized
into half-day sessions spread over a nine to ten week period, or it can be accomplished
more quickly in a single three-day session. This step often surfaces significant prob-
lems within the organization, creating a sense of direction and momentum for needed
changes. Every participant will come away from this dynamic session with a greater
sense of responsibility, know-how, and enthusiasm for making the business succeed.

Step 3: Development of Strategy and Vision

In step three, key leaders develop and/or adjust the business strategy and direction of
the organization. During this process they review their strategy and vision based on
current business realities, refocusing and redefining their strategy to fit marketplace
and competitive demands.

Specifically they will accomplish the following during the process:
1. Understand the demands of the current business environment.

2. Forecast the future business situation.
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Clarify a mission that motivates and inspires.
Identify the principles by which people will conduct themselves.

Define future customers and how they will deliver value to them.

AN

Identify core competencies needed to succeed in the long run.

7. Create a long-term business focus and identify anchors that distinguish them
from competitors.

8. Set short-term performance goals.

9. Identify performance initiatives and establish a master plan to implement the
strategy.

The strategy development process often requires several in-depth exploration and dis-
cussion sessions which may be accomplished over a period of weeks or months, de-
pending on the size, motivation, and complexity of the organization. Clearly, the pro-
cess must be tailored to the individual needs of each organization. We are confident
that senior leadership will emerge from the strategy development sessions being very
clear about their strategy and united in their commitment to implement it throughout
the organization.

Step 4: Chartering the Change Process

During this step, senior leadership determines the need for organization redesign to ad-
dress organization weaknesses and alignment issues identified during assessment. They
create a design charter, outlining the expected outcomes and the scope and parameters of
the redesign process. They assign resources, establish time frames, and identify a design
team to participate in and guide in-depth process analysis and redesign of the organiza-
tion as necessary. They also determine the scope of the development process, identifying
leadership training, employee orientation, team development, technical skills develop-
ment, interpersonal skills development, and other projected training and development
needs. These plans are factored in with strategic initiatives and change opportunities
identified during strategy development and assessment to create an overall change plan.
The charter is then shared with employees to communicate the need for change and ex-
plain how the transformation process will work throughout the organization.

Step 5: Integrated Management of Business Performance

Management of business performance, especially in today’s complex and rapidly chang-
ing environment, can be extremely challenging. Consequently, management behavior
can be short-term and crisis-oriented. Managers and supervisors alike often react to
demands which seem urgent, but may only be symptoms of deeper causes related to
flawed processes or systems. A further problem is that work may be segmented into
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functional areas, promoting poor communication, turf battles, lack of problem owner-
ship, and general inefficiency. In step five, Integrated Management of Business Perfor-
mance, leaders develop a common plan and establish management processes to pro-
actively manage the short and long-term performance of the business. One of the first
tasks here is to help leaders begin to work as a team as they share responsibility for the
overall management of the enterprise.

During assessment, the organization identified key results areas and current performance
in those areas. During strategy development, the leaders identified ideal key results areas,
how they will measure them, and what their goals are. Armed with this data, the leader-
ship team outlines a process for how they will monitor, track, and integrate performance
throughout the organization on an on-going basis, including common initiatives, clear
expectations, and consistent performance metrics. This may lead them into discussion or
readjustment of recognition, reward, or performance management systems as well.

Power and Politics in Organizations

Organizations are organized bodies of persons or systems. They are neither the ratio-
nal, harmonious entities celebrated in managerial theory nor the arenas of apocalyptic
class conflict projected by Marxists. Rather, it may be argued, a more suitable notion
lies somewhere between these two, a concept of organizations as politically negotiated
orders. Survival in any organization is a political act. Thus, organizational life is domi-
nated by political interactions. Politics in organizations involve the tactical use of pow-
er to retain or obtain control of real symbolic resources. Organizational structures are
emergent entities. They are the result of the conscious political decisions of particular
actors and interest groups.

The comparative studies of organizations by sociologists in the last three to four decades
have, for the most part, adopted an apolitical view of organizations. This view point may
be attributed to a narrow interpretation of Max Weber’s approach to organizations. So-
ciologists have spent a disproportionate amount of time trying to prove or disprove the
plausibility of Weber’s ideal construct of bureaucracy. It is safe to say that Weber remains
the most cited organizational theorist; however, the narrowness of his impact is best ex-
emplified by the fact that the pages of his work most frequently cited by organizational
researchers are those few where he presents his ideal typical model of the organization.

While it is true that Weber specified some of the primary dimensions of organizational
structure, it is also true that he viewed organizational structure as emerging from the
conscious political decisions of interest groups within or outside the organization. For
Weber, organizations are not simply rationally determined systems of interdependent
structures. They are also systems in which political tension among interest groups can
emerge and re-emerge.
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Bacharach observes that students working within the structural tradition of Blau and
Schoenherr have been guided by two assumptions that inhibit the development of
a political interpretation of intra organizational dynamics. First, they have tended
to cast organizations as normatively integrated systems, thereby ignoring political
conflicts and other tensions. Secondly, they tend to view the organization as a holistic
entity, and this view overlooks such organizational sub-units as interest groups and
coalitions, which are crucial to the development of a political perspective of intra- or-
ganizational behaviours. In other words, organizations are not inherently apolitical.
Rather, such a characterization may be an artefact of a given theoretical perspective,
especially one that emphasizes normative integration and maintenance of the total
organization.

From the work of Dahrendor, it is clear that three groups appear to be critical to the
development of a political analysis of organizations:

a) Work groups: This may be based on departmental differences, differences in
departmental work activity, or differences prescribed by the organizational hi-
erarchy.

b) Interest groups: This may be defined as groups of actors who are aware of the
commonality of their goals and commonality of their fate beyond simply their
interdependence with regard to the conduct of work.

c) Coalition: A coalition may be defined as grouping of interest groups who are
committed to achieving a common goal. They are based on the joint action of
two or more interest groups against other interest groups.

From the above, a political analysis must be concerned mainly with the nature of power
across groupings in the organization and the specification of tactics and countertactics
that groups employ.

In emphasizing work groups, interest groups, and coalitions as units of analysis, it is
believed that individuals become political in groups, and that groups are capable of
effecting and often do effect organizational structure. In the same vein, if organizations
are to be understood as political systems, we must come to grips with how, when and
why groups mobilize power. Thus, let us now explore the subject of power more deeply.

Power
Definitions of Power

Like many other words in English language, power has no single definition. A few defi-
nitions of power are stated below:

»  “Power is the ability to employ force and mobilize resources, energy and infor-
mation on behalf of a preferred goal” — Gbadamosi.
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« “Power is the probability that a person can carry out his or her own will despite
resistance” — Max Weber.

« “Power is the ability of persons as groups to impose their will on others despite
resistance through deterrence either in the form of withholding regularly sup-
plied rewards or in the form of punishment inasmuch as the former, as well as
the latter, constitutes in effect negative sanction” — Blan.

o “Power is defined as a force that results in behaviour that would not have oc-
curred if the forces had not been present” — Mechanic.

« “Power is the ability of one person or group of persons to influence the be-
haviour of others, that is, to change the probabilities that others will respond in
certain ways to specified stimuli” — Kaplan.

« “Power is a capacity that ‘A’ has to influence the behaviour of ‘B’ to do things he
or she would not otherwise do” — Obisi.

From the different definitions of power given above, it is quite evident that sanctions
are an inherent aspect of a power relationship. Though the specific ways in which the
sanctions are manifested in a relationship vary with the social setting, sanction can be
treated in terms of two probability dimensions on a formal level:

a. The probability using sanctions and
b. The probability of successful sanctions.

Notwithstanding the specific content, power can be partially portrayed in terms of
these formal probabilities.

Subjective Nature of Power

Power is the ability a person has to influence another. The extent of this power is, how-
ever, determined, to a large extent, by the perception of the term power by the person at
whom the power is directed. It may be more important what a person thinks a superior
officer’s power is than what in reality it is. Managers may take advantage of this phe-
nomenon by pretending they have more power than they actually have, that is, by bluff-
ing. If a manger’s bluffing succeeds, the effect is exactly the same as if the one bluffing
actually possessed the formal power. Thus, power is a delicate phenomenon. This is be-
cause of the influence of subjective factors, including ethical and moral considerations.

Uses of Power

Power, when acquired, is meant to be used to achieve some purpose(s). Appropriate
use of power leads to the achievement of desired goals and objectives. Ineffective use
of power or failure to use power when the need arises has been described as the major
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cause of defective functioning of a system. This is possible among inexperienced man-
agers and those who lack self-confidence. They tend to avoid using power, preferring to
pass problems with difficult employees and the like to others.

The organizational consequences of not using power appropriately become increas-
ingly pronounced toward the top of an organization because in hierarchical systems
abdications of authority have effects all the way down the line. Yet, trying to use pow-
er that one does not have (because of legal constraints, for instance) can be equally
detrimental. This is true because managerial actions with regards to employees may be
reversed by labour relations, board decisions (where it exists), the courts, arbitrators
and the power of public pressure at considerable cost to the company. Thus, judicious
and effective use of power is one of the most difficult lessons a manager has to learn.

Bases and Sources of Power
Bases of Power

There is a need to make a distinction between BASES of power and SOURCES of pow-
er. This distinction has important implications for the authority-influence contrast. In
dealing with the bases of power, we are interested in what parties control that enables
them to manipulate the behaviour of others. In referring to the sources of power we are
speaking of how parties come to control the bases of power.

French and Raven distinguish six major bases of power. They include:

a) Coercion — This implies the threat of decreasing another’s outcomes. The hold-
er can apply punishment or sanction;

b) Expertise — This is formal or specialized knowledge about particular issues or
activities with an organization. The person with expertise has the status of an
expert and thus is likely to be accurate;

c¢) Rewards — This implies the promise of increasing the outcomes of the employ-
er. The holder of this can give or withhold something desired;

d) Legitimacy — The holder of this power is viewed as right in terms of the values
of the one influenced; this is tantamount to authority. Authority is power based
on rights of control and concomitant obligations to obey;

e) Referent Power — This is more interpersonal in nature than legitimacy. It means
power based on identification with another. This is exemplified by the power of
charismatic leaders who elicit deference and are accorded credibility by others.
The individual influenced desires to model his/her behaviour to the source of
influence; and

f) Information - This consists of the access or opportunity actors have to gain
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information about the inner workings of the organization or about the relation
of the organization to the environment. This information may or may not be
related to the actor’s level in the hierarchy of authority in the organization.

Given the contrast of bases and sources of power, Etzioni provides a somewhat better
starting point. Unlike French and Raven, Etzioni appears to maintain a consistent fo-
cus on the bases of power. He identifies three forms of power, each relying on a differ-
ent type of sanction:

« Coercive Power: rests on the ability to apply the threat of physical sanction.

» Remunerative Power: based on the control of material resources and reward,
and

« Normative Power: based on the control of symbolic rewards.

An additional basis for power needs to be added to Etzoni’s three. In an organizational
setting, access to information, that is, knowledge, also becomes a basis of power.

When an actor in an organization controls unique information and when that informa-
tion is needed to make a decision, the actor has power (Pettigrew, 1973). Drawing on
the Etzioni and the French and Raven schemes, we can identify four primary bases of
power:

« Coercive

+ Remunerative
» Normative and
« Knowledge.

The coercive base of power is the control of punishment; the remunerative base is the
control of rewards; the normative base is the control of symbols; and the knowledge
base is the control of information. Any power relationship in an organization can en-
compass all these bases, but each relationship may well be characterized by one of them
rather than another.

Sources of Power

Having identified the primary bases of power, attention must now turn to the different
Sources of power. There are about four main sources of power.

These include:

a. Office or Structural Position: The office or structural position might provide
a party access to various bases of power. Some positions might provide little
information but substantial coercive resources, while others might give the
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occupant the capacity to manipulate symbols or mobilize internalized commit-
ments to certain norms.

b. Personal Characteristics: The most marked personal characteristic that is a
source of power is charisma. As Weber (1947) indicates, the charismatic leader
has power by virtue of extraordinary and often mystical characteristics. How-
ever, relevant personal characteristics might also include verbal skill, ability to
argue effectively for positions, or even physical attributes (for example, a phys-
ical disability of a veteran espousing a prior anti-war position).

c. Expertise: Expertise refers to the specialized information actors bring to the
organization. It is typically based on activities outside the organization, for
example, education. This is treated as a source of power, rather than a basis
of power in French and Raven’s terms, because it seems to be a means by
which a party comes to control specialized information rather than the con-
trol itself.

d. Opportunity: This particular source of power is embedded in the informal
structure of the organization. The idea comes from Mechanic’s (1962) analy-
sis of the power of the lower levels in an organization (such as sectorial staff).
The informal aspects of formal positions or informal positions that are not
identified officially by the organization can provide an important source of
power.

Authority and Power Relations

A manager may have the authority (right) to do something but may lack the power
(ability) to do it. On the other side of the coin, one may have the power to do something,
but may lack the authority to do it. Any of these two conditions describes an unstable
organization. Failure to match power and authority adequately at all levels cause con-
flict in the organization. In extreme cases, this disequilibrium may lead to destruction
of the organization, perhaps even to bloodshed. Obisi (1996) was at pain to point out
how the Nigerian management fails to match power with authority. Inability to balance
power with authority may lead to conflict and in extreme cases bring individuals and
organizations to enormous pain.

One of the most important jobs of managers at all levels is to provide subordinates with
equal authority and power. That is, the subordinate should, for organizational stability,
have means (power) equal to their right (authority) to do the things necessary to ac-
complish their part of the organization’s objectives.

When power and authority for a given person or position are roughly matched, we have
a condition we may call legitimate power or workable authority. Achieving a state of
legitimate power or workable authority at all levels in the organization is a goal toward
which managers should strive.
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Relationship of Sources, Bases and Types of Power

So far, two types of power (authority and influence), four bases of power, and four
sources of power have been identified. The table below presents the relationship
among these aspects of power and it enables us to relate the sources and bases to the
authority-influence distinction. It could be argued that all the bases of power could be
generated from each source in a given context.

Table: Relationship of Sources, bases and Types of Power.

Source Type Bases
a. Structure Authority Coercion
Remunerative

Normative
Knowledge

b. Personality Influence Normative
Knowledge

c. Expertise Influence Normative
Knowledge

d. Opportunity Influence Coercion
Knowledge

The table above helps to illustrate some of the contrasts between authority and in-
fluence. First, authority and influence rely on different sources of power. Authority is
based mainly on structural sources of power, whereas influence can be grounded in any
of the other sources. Second, the relevance of the four bases of power depends on the
power source, and this also has significant implications for the authority-influence con-
trast. In a given structural context, one or more of the power bases may be constrained
or limited by the structure, but on a general theoretical level authority implies all four
bases of power. On the whole, all four bases of power should characterize authority
relations.

Flow of Power

The treatment of dimensions of authority implies that authority as a form of power is
mainly unidirectional. This means that it typically flows from the top or higher levels
downward. That is, it applies solely to superior-subordinate relationships and deals
with the power of superiors over subordinates. However, the treatment of power im-
plies that subordinates can also exercise power, and that power is actually multidirec-
tional. Influence, of course, is the multidirectional aspect of power. It is the mode of
power that both gives subordinates the capability of manipulating superiors and gives
superiors the capability of getting more from their subordinates than is specified in the
formal role obligations.
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The literature of organizations stresses the authority aspect of power. This is reflect-
ed in the long-standing concern with centralization and decentralization. Viewed from
this literature, power flows down from the top of the organization. Power is something
allocated by a higher echelon to a lower echelon in the hierarchy of the organization.
This unidirectional and managerial view of power is an integral element of rationalistic
consensual models of organizations. The major gap in this approach is the failure to
consider that power may also be taken by the lower echelon. The organizational liter-
ature places emphasis on power given by the top while neglecting the possibility that
subordinates will take power beyond that given to them in the organizational structure.
This additional side of power — the taking of power — must be a central concern of the
political model of organizations. Individuals and subgroups within organizations are
not passive recipients awaiting the downward trickle of power but rather active partic-
ipants mobilizing power for their own ends. Thus, a political approach to organizations
implies a multidirectional image of power, and this means an emphasis on influence
apart from, as well as in the context of, the authority structure.

Organizational Politics

The term politics is derived from the Greek word “politics” meaning a city or state. It
was originally used by Aristotle (384-322) in his book politics to mean the affairs of
Greek city or state. In his view, man is a political animal who by interacting with anoth-
er or more persons produces a relationship called political. Lasswell writes that politics
is essentially the struggle for positions of power and influence by which those who suc-
ceed in monopolizing such positions in society are able to make decisions that affect
the lives of every citizen within the country. By implication, politics can be practiced
by all persons in both governments and organizations with the objective to struggle for
power, influence, conflict, bargaining, reconciliation, resolution and consensus. Thus,
there are two types of politics, namely: state politics and organizational politics. Here,
we will concentrate mainly on organizational politics.

Organizational politics relates to behaviours that are outside those in which the organi-
zation has taken a specific position for or against, the behaviors are intended to obtain
selfish and individual ends that are opposed to the ends of others in the organization.
Organizational politics may focus on the goals of groups as well as individuals and they
may well involve behaviours that are harmful to the organization as a whole. They ap-
pear to be inevitable but at the same time there are wide variations from organization
to organization. Ethical issues often come to the fore and bargaining is an important
consideration in organizational politics.

Organizational politics create very ambivalent responses because people look at the
whole process both negatively and positively, depending on the particular perspective
they have in mind. However, those who are successful in organizational politics tend to
be viewed positively perhaps because they are successful competitors in other respects
as well.
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Recent research works unfold that political matters of this kind are a frequent topic of
conversation and that the most frequent issues are interdepartmental coordination,
delegation of authority, and promotions or transfers. A common concern is the pro-
motion of a less competent person based on favouritism. Inherent in this and many
others politicized situations are the influencing of performance evaluations, positively
for oneself and negatively for competitors, and the influencing of authority allocations,
as between one work union and another or between supervisor and subordinate.

It is important to explain that organizational politics become more prevalent and more
important for the individual at each higher level of management as the competition be-
comes rougher. The following table suggests that tactics used also change with manage-
ment level and the kinds of people who are effective politicians are somewhat different.
There is enough evidence that strategic decisions at the levels of the organizations may
well be influenced politically. For example, new company location may be influenced
by the desires of top people regarding where they would like to live or visit. It appears
that such a reason may influence the location of a company’s headquarter. In Nigeria,
such desires have influenced the location of many projects which today turned out to be
white elephant projects, all in attempt to satisfy certain interest.

Table: Ranking of tactics and characteristics of good politicians frequency of mention.

Tactical Approaches Chief Executive High-level Staff First Level
Officers Manager Supervisors

Attacking or blaming others; scape gloating 1 2 3

Withholding, distorting overwhelming 2 1 2

information

Developing base of support for one’s idea 3 4 7

Creating a favourable image; Impression 4 3

management

Developing strong allies and forming power 5 7 5

coalitions

Praising others; ingratiating one-self with 6.5 } tie 6 4

others. ’

Associating with influential people 6.5 5 8

Table: Frequently noted characteristics of good politicians.

Sensitive Sensitive Competent
Articulate Articulate Popular
Ambitious Ambitious

Aggressive

Intelligent Socially adapt Devious
Organization man Competent, Self-confident, Logical
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Political Tactics

The above table provides an idea of the types of political tactics widely used. All the ap-
proaches are among the most frequently used but there are notable differences among
them. Interestingly, attacking or blaming others is noted by at least 50 per cent of the
managers in all three categories; competition is clearly a prime force in organizational
politics. Furthermore, a number of the approaches involve establishing a strong bar-
gaining position.

Some Suggested Political Tactics

The following are some of the political tactics proposed to achieve a competitive advan-
tage. These tactics have their origin in practical experience:

Expert influence over the time and place of your bargaining efforts so that these
conditions are selected to support your goals. In many cases, it is advisable to
bargain in your home territory.

It is a desirable bargaining tactic to disguise your true interests for as long as
possible; to be overly eager for a given outcome may leave you at a district dis-
advantage with regard to other related considerations.

Shoot for the moon initially so that you can then settle for less but do not use
this tactic too often with the same person.

Identify any weaknesses that adversaries may have and continually work on
and publicize them.

Where the opposition consists of a loosely assembled coalition try to point out
the differences within the coalition and any common interests you have with
each member, thus attempting to divide and conquer.

Establish alliances with superiors, peers, and subordinates so that when needed
they can be counted to be on your side.

Select subordinates who are not only competent but reliable, dependable and,
above all else, loyal.

Do not get yourself in a position of relying on an adversary’s expertise: if you are
not knowledgeable in an area, secure your own expert and take steps to estab-
lish his or her credibility.

Do not injure another person who is or might well be in a position to take revenge.

Do not do anything to alienate or anger former colleagues when leaving a posi-
tion; bridges that have been burned may be needed unexpectedly.
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« If a proposal developed by an adversary is unattractive but cannot be thwarted
immediately, attempt to refer it to a committee to delay it and widen the bar-
gaining area.

« Ifthe outcome is uncertain, it is often desirable to support the aggressive efforts
of someone else rather than take the lead oneself. That way, it may be easier to
get the ship early if it happens to sink. - In dealing with an adversary, try to leave
the door open so that communication is not closed off and differences can still
be resolved if necessary.

« Avoid dealing in personalities, never attack the adversary personally and focus
on real facts and issues. Choose when and under what circumstances a vote
should be used to settle an issue. Let matters go to a vote for resolution only
when you know you have a majority.

In the same vein, the questionnaire model can be used to explain the nature of orga-
nizational politics. This model is contained in the table below and it is presented here
not because it represents a well-researched standardized measure but the questions
provide a further indication of what we see in the organization. The questionnaire is
normally scored by giving one point for each “mostly agree” answer. It takes a score
of sixteen or more to conclude that a strong inclination toward playing politics exists.

Organizational Climates

Ever wonder why we form groups and organizations? Organizations exist to meet cer-
tain needs and achieve definite purposes.

The success of any organization can be measured by asking to what extent they have
achieved their purpose. Organizations have at least two easily identifiable sets of needs,
namely, task needs and people needs.

Task needs present the function of the work done by the organization. A school, for
example, needs adequate supplies and materials, properly trained personnel, appropri-
ate physical facilities, sufficient funds to operate, input from parents and community
agencies, and strategies for putting programmes into action.

People needs occur simply because people work within organizations. People bring with
them needs for belonging, achievement, recognition self-worth, identity, integrity, as
well as others such as financial security. Through the interaction between individuals
within organizations, to some extent, they find their people-needs met.

Any broad effort directed toward improving an organization’s success must necessarily
focus on:

« Increasing the efficiency of the organization’s task activities, i.e., better meeting
the task needs and
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« Maximizing the possibility for human growth within the organization, such as
better ways to meet people needs.

When speaking of improving the effectiveness of the organization, it seems useful to
break down these concerns into parts, treating human growth and development as
different from the task of the organization. People working alone or in collaboration
with others can carry out the myriad of tasks of organizations. Every effective organi-
zation has needs that they meet by performing certain tasks, as well as those they meet
by developing human relationships (D’Souza, 2008).

Concept of Climate

Individuals have moods and feelings. So do organizations, and this is called climate.
Outsiders often feel or sense the climate better than the group itself. They may expe-
rience the climate as peaceful, angry, charged, tense, vigorous, or fast paced. People
immersed in a group have difficulty in sensing the group’s climate. If the group climate
is one of threat and attack, individuals sense their own reaction of fear, or of desire to
withdraw, even though they may not understand the climate.

The group climate is the predominant feeling tone of a group (i.e., the quality of their
being together). Individuals sense the climate through their own emotional reactions.
For a group to diagnose or name its own climate, each individual has to report and
share his/her observation of the group’s behaviour. If everyone openly and honestly
reports these observations the group can look at the pooled observations for patterns
of group behaviour. From this composite they can make a statement of the group’s cli-
mate. For example, in a group of ten, if three people say they observed people arguing,
three report they observed people interrupting each other, four report that they saw
people withdraw by non-participation while others involved themselves in a tug-of-war
with feelings such as resentment and hurt, they can label the group as a high-threat
climate arising from hurtful or angry competition.

Group Aspiration

At the same time, a group may have or be able to develop common aspirations about
what it wants its climate to be. Just as individuals have values that provide an ideal
about what they want to be, groups can do the same out of common, shared values that
create motivation for improving their climate.

If the members of the group can share their observations of each other’s behaviour,
reflect together and label the group climate, they learn that they share a sense of dissat-
isfaction. Upon reflection, group members may indicate that they would like a climate
in which they feel safer, more secure, and more able to express themselves without
attacking others or being attacked. This group aspires at that point to a climate charac-
terized by mutual support.
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Norms or Operative Values

According to D’Souza, to change the group’s climate, the groups norms (or opera-
tive values) must change. Norms are implicit ground rules that a group operates by.
Members individually conform and seldom deviate from these norms impulsively or
unilaterally without receiving a negative or coercive response from the group.

In a group, an implicit norm says, “displays of emotion are a sign of weakness”. In
that atmosphere, individuals will rarely show emotion. If they do, the group will at-
tempt to control the emotion (tune it down, explain it away, or show open disapprov-
al) or withdraw from the individual until he/she has regained control. The group does
this by such things as changing the subject of discussion, silence, no one shows any
response, group members break eye contact with the emotional individual, or people
leave the room.

D’Souza further states that people rarely identify this operative value directly. If mem-
bers observed that each time a point of difference or disagreement arose between two
group members, the remainder of the group anxiously rushed in to change the subject,
to assure the two people their view points were not in conflict and that they really meant
the same thing, or that the difference was only a sanantic problem, then observers can
infer that a powerful norm in this group demanded that the members cover up, avoid,
or harmonize differences at all cost.

In this instance, group members share an operative unconsciously or by implicit mu-
tual expectations.

Changing Climate by Changing Norms
According to D’Souza, groups can change climates by:
1. Identifying the present climate.
2. Developing a common desire for a new one.

3. Identifying the operative values in the group that generate the less desirable
climate. Groups do this by:

a) Having each individual report observed behaviour, and looking for be-
havioural patterns, and

b) Inferring the norm or common expectation that underlies the pattern.

4. This makes the norm reach a level of consciousness so that the group can reflect
and choose to change it. In this way, the group begins to gain control of its climate.

5. The group introduces the behaviours they want to change or they specify the
new norms and expectations they want to create, and
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6. Groups do not change climates simply by sharing, developing awareness, and
holding common desires. Individuals must change their behaviour towards oth-
er members and group events for the climate to change. Unless people change
their own behaviour, the group climate cannot improve.

Ethics and Legitimacy

Whether a certain type of political behaviour can be viewed as ethical must be judged
against some model or criterion. Behaviour may be evaluated in terms of the utilitarian
model (the greatest good for the greatest number), the right model (an individual right
should not be violated) or the justice model (there should be fair and equitable distribu-
tion of benefits and burdens). Ideally, all three models should be applied and behaviour
should meet all three tests to be considered ethical. Yet, there are cases where conflicts
occur or information is limited so that it is not entirely clear what is ethical.

A somewhat different consideration is whether the behaviour involved is considered
within or outside the organization’s normal and acceptable range. Where certain po-
litical behaviours are viewed as illegitimate, severe sanctions may be brought to bear
against those who engage in them.

Types of Political Behaviour

The table below provides a way of looking at political behaviors and method of distin-
guishing between what is likely to be considered legitimate and illegitimate activities.

Pattern of Political Behaviour in Organizations

Internal to the organization External to the organization
Direction or politi- | Legitimate Illegitimate Legitimate Tllegitimate
cal behavior behavior behavior behavior behavior
Vertical (up) and | Direct voice com- | Sabotage sym- Law/suits against | Whistle blowing to
down the hierar- | plain to supervisor | biotic protests the firm the public regard-
chy mutinies Riots ing organization
By-passing claim
of command
obstructionism so
that policies are
not implemented
Coalition forma-
tion exchange of
favours reprisals
Horizontal Physical threats Talks with coun- | A defection
(across) the from another terpart from an- to competitor
hierarchy organization out- | other organization | organization and
side professional | outside profes- duplicity such as
activity sional activity spying.
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Remedies of Negative Impact of Organizational Power and Politics

Negative power and politics within the organization as earlier pointed out do not augur
well for the growth and productivity of the organization. The question, therefore, is how
can management minimize the negative impact of power and politics? The view is here
held that bargaining and communication can be used to speed up the rate of organiza-
tional cooperation. Bernard (1968) accepted this view by formulating his principles of
organizational communication system for maintaining formal authority.

Bernard’s Principles of Organizational Communication Systems for Maintaining For-
mal Authority:

Premises

1. Communication has presumption of authority when it originates at sources
of organization information, communication center — better than individual
sources.

2. Some people have superior ability. Their knowledge and understanding regard-
less of position command respect. This is the authority of leadership.

Accordingly

When the authority of leadership is combined with the authority of position, people
who have an established connection with an organization generally will grant authori-
ty, accepting orders far outside the zone of indifference.

Principles
1. Channels of communication should be definitely known.

2. Objective authority requires a definite formal channel of communication to ev-
ery member of an organization.

3. The line of communication must be as direct or short as possible.
4. The complete line of communication must be used.

5. The competence of the persons serving as communication centers, that is, offi-
cers, supervisory heads, etc. must be adequate and

6. Every communication should be authenticated. The person communicating must
be known actually to occupy the position of authority concerned, that is, it is with-
in its authority and it actually is an authorized communication from his office.

Thus, if adequate communication process is applied, conflicts and frictions that will
develop into power tussle and organizational politics will be diminished.
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Organizational Structure and Systems

The system which details the manner in which specific activities of an organization are
directed and divided is known as organizational structure. The process through which the
different elements of an organization are arranged into an efficient structure is known as
departmentalization. The topics elaborated in this chapter will help in gaining a better
perspective about the different aspects of organizational structure and systems.

Structure and Design of an
Organizational System

When two or more people work together to achieve a group result, it is an organiza-
tion. After the objectives of an organization are established, the functions that must
be performed are determined. Personnel requirements are assessed and the physical
resources needed to accomplish the objectives determined. These elements must then
be coordinated into a structural design that will help achieve the objectives. Finally,
appropriate responsibilities are assigned.

Determining the functions to be performed involves consideration of division of la-
bour; this is usually accomplished by a process of departmentalization.

Departmentalization

Grouping related functions into manageable units to achieve the objectives of the en-
terprise in the most efficient and effective manner is departmentalization. A variety of
means can be utilized for this purpose. The primary forms of departmentalization are
by function, process, product, market, customer, geographic area, and even matrix (also
called project organization). In many organizations, a combination of these forms is used.

Function

Perhaps the oldest and most common method of grouping related functions is by special-
ized function, such as marketing, finance, and production (or operations). Sometimes
this form of departmentalization may create problems if individuals with specialized
functions become more concerned with their own specialized area than with the overall
business. An example of departmentalization by function appears in figure.
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President

Operations Marketing Finance

Departmentalization by function.

Process

Departmentalization can also take place by process. This type of departmentalization,
often exists in manufacturing companies. Departmentalization in manufacturing com-
panies.

President
Pattern Treatment of Painting and
Design Materials Finishing

Departmentalization in manufacturing companies.

Product

Whenever specialized knowledge of certain products or services is needed, departmen-
talization by product may be best. This usually occurs in large diversified companies.
Departmentalization by product.

Vice President
Marketing

Lincoln Mercury Ford

Departmentalization by product.

Market

When a need exists to provide better service to different types of markets, departmen-
talization by market may be the appropriate form.
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President

Health Care Government Education

Market form of departmentalization.

Customer

Sometimes key or major customers warrant departmentalization by customer. This is
often the case in banks.

Key Customer
Accounts Manager

General
IBM Foods

Pepsico

Departmentalization by customer.

Geographic Area

When organizations are spread throughout the world or have territories in many parts
of a country, departmentalization by geographic area may provide better service to cus-
tomers and be more cost effective.

Vice
President
Northeast Midwest Western
Region Region Region

Departmentalization by geographic area.

Matrix (Project Organization)

Departmentalization by matrix, or project, has received considerable use in recent years,
particularly in such industries as aerospace (e.g., NASA). In this method, personnel with
different backgrounds and experiences that bear on the project are assembled and given
the specific project to be accomplished within a certain time period. When the project
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is completed, these specialized personnel return to their regular work assignments. An
example of this form is illustrated in Figure which often takes the shape of a diamond.

Labor Relations Manager - Brazil

Vice President
Labor Relations-
Corporate Headquarters

Corporate
President

General Manager - Brazil

Departmentalization by matrix.

Combination Approach

Many organizations, particularly large, physically dispersed and diversified organiza-
tions, utilize several different forms of departmentalization. Figure is an organizational
chart showing the use of several forms of departmentalization.

President
Functi Vice President Vice President Vice President
unction Operations Marketing Finance
Market Director Director Director
arke Health Care Government Education
Geographic /"\"\'Iea #Iantager Area Manager Area Manager
Area as D"::g on, Midwest South

Several forms of departmentalization.

Determining the functions to be performed in an organization involves consideration
of division of labour; this is usually accomplished by a process of departmentalization.
The primary forms of departmentalization are by function, process, product, market,
customer, geographical area, matrix (project) or some combination of these forms.

Delegation the Art of Managing

As shown earlier, the process of managing begins with the establishment of objectives.
Once the objectives have been established, the functions that must be accomplished are
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considered. Then the work to be performed or the responsibilities to be assigned are
determined. This means it is necessary to know the personnel and physical resources
needed to accomplish the objectives of the enterprise. Thus, when the functions, person-
nel, and other resources are grouped together by some means of departmentalization
into a logical framework or organizational structure, the process of delegation begins.

Delegation is the process that makes management possible. Why? Because manage-
ment is the process of getting results accomplished through others.

Delegation Process, Authority and Accountability

At the moment a job becomes too complex, too diverse, or too voluminous for one per-
son, the need for delegation arises. In its simplest form, imagine the sole administrator
with objectives and with no time to accomplish them. Means allowing, the manager can
create a new job, hire an employee, and assign the accomplishment of the objectives to
the new employee.

To meet these responsibilities, the new employee must also have the authority to
achieve them. Thus, authority is delegated along with the responsibility. The manager,
however, is still ultimately responsible. By assigning some of his or her responsibilities,
the manager transfers or creates accountability. If the employee does not exercise the
responsibility properly, the manager can always withdraw the authority. Delegation
without control is abdication.

In practice, the process of management works in conjunction with the process of dele-
gation. Since management is the process of getting results through others, delegation
facilitates that process by assigning responsibilities, delegating authority, and exacting
accountability by employees.

The delegation process works as follows. The manager has certain defined objectives
(i.e., results) to accomplish at the end of the budget period. He or she assigns the re-
sponsibilities (i.e., duties to be performed) to key employees, along with the commen-
surate authority to go with those responsibilities. Thus, the accomplishment of the as-
signed responsibilities should equal the defined objectives.

Defining Objectives

4
S

The Key Links

Appraising
Performance

Assigning
Responsibilities

[212]
1212



Organizational Structure and Systems

The manager then develops standards of performance with each key employee (i.e.,
the conditions that should exist when a job is done well). These standards should be
developed mutually to be effective. In essence, these standards of performance become
the accountability of each employee for the budget period. The successful accomplish-
ment of the standards of performance should equal the assigned responsibilities. The
process continues with the appraisal of key subordinates rated against the agreed-upon
standards of performance and closes with evaluation and feedback to the beginning of
the next budget cycle, when the process begins all over again.

Risks in Delegation

The sheer volume of management responsibilities necessitates delegation. There is
somewhat of a paradox in this situation, however, because delegation involves taking
risks. Among the risks of delegation are loss of control, reverse delegation, and even
loss of a job.

Loss of Control

In giving over authority to another, the manager loses some control over the proper
completion of a project. The manager who has lived by the adage “If you want it done
right, do it yourself may find it difficult to delegate tasks for which he or she will ulti-
mately be held accountable.

The key to successful delegation is assigning the right responsibilities to the right per-
son. Of course, one never knows who the right persons are until one meets and works
with them, but it must realistically be assumed that a given organization, department,
or section employs at least some competent, willing, and responsible individuals. This
assumption does not address itself to the fact that it is nearly impossible today for the
manager to be technically superior to all employees. A staff that is not utilized effective-
ly because of a manager’s failure to delegate is a major loss to an organization, a waste
of human resources.

Reverse Delegation

An important consideration for the manager who tries to do everybody’s job is that
he or she does so at the expense of the job for which he was hired--managing. An in-
teresting analogy that underscores the value of delegation for management’s sake is
the “monkey-on-the-back” analogy, which claims that managers spend far more time
with their employees than they even faintly realize. This habit occurs especially when a
problem is brought to the manager’s attention. In encounters with employees, the man-
ager’s use of simple phrases, such as “send me a memo on that,” or “let me think about
that and I'll let you know,” or “just let me know what I can do,” causes the “monkey”
(problem) to jump onto the manager’s back.

[513]
1213 ]



Understanding Organizational Behavior

The manager assumes the responsibility for handling the task that was delegated to the
employee in the first place, and when the employee reaches an impasse, the manag-
er takes the next step. This is reverse delegation, and many employees are adept at it.
Naturally, there will be situations in which the next step is justified, but unless the man-
ager wants endless lines at the office door, he or she should avoid the casual and repeat-
ed use of those phrases that permit employee problems to ride on the manager’s back. In
fact, this principle of delegation is that accountability to a superior cannot be delegated.

A solution to this problem is to encourage initiative in employees. Employees should
not have to wait until told to do something; nor should they have to ask. They should
practice the completion of assigned tasks. By keeping the responsibility where it be-
longs, the manager will increase discretionary time to manage and can still handle sys-
tem-imposed tasks. To develop initiative in employees early is one of the ways to devel-
op a new generation of capable managers.

Loss of Job

The foregoing discussion brings to mind another risk in delegation from management’s
viewpoint. Is it possible to delegate one’s self right out of a job? Suppose a subordinate
develops so much initiative that he or she becomes superior to the boss. This is a threat-
ening problem for the manager. The employee would be very happy if his or her devel-
opment resulted in promotion, but what if the promotion means the manager’s job?

Consensus among theorists suggests that the employee should be given the opportunity
to perform to as high a level of responsibility as possible if this improves the group’s
performance. The manager should then endeavour to reward that person accordingly,
even if it means helping that person to land a better lob outside the organization. To
neglect and waste the talents of any individual is as criminal as the misuse of company
funds or equipment.

In practice, we have all heard stories from individuals who feel more competent dim their
managers. Thus it would seem that the best safeguard a manager has in preserving his
or her position is to be a good manager and to prepare for his or her own advancement.

Techniques of Delegation

The art of delegation often depends on a given situation. Plans change and people dif-
fer, but this does not imply that the employee should have to be notified on a daily
basis of what is needed. Nor does it imply that there are not some generally accepted
techniques that can facilitate the process of delegation, as discussed below. More sug-
gestions are detailed in the list of do’s and don’ts.

Responsibilities and Authority

A clear definition of responsibilities and the authority to accomplish them constitute
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the foundation of the art of delegation. Whenever possible, these responsibilities should
be stated in writing. The employee should also have a good idea of how the job fits into
the total picture and why it is important. The manager should also encourage questions
and be completely approachable. This practice, in combination with exhibiting con-
fidence and trust by allowing subordinates to pursue goals without undue reporting,
constant checking, and other exaggerated forms of control, will create a supportive cli-
mate and help to build an effective working relationship.

Performance Rating

Once the employee understands the job, that person should be made aware of how
performance will be measured. This step in the management process has already been
mentioned.

By and large, and within reason, managers receive the type and level of job perfor-
mance they expect or informally accept over a period of time. In fact, low expectations
tend to breed low performance and the opposite is true of high expectations. The failure
to confront lower than desired levels of performance is tantamount to acknowledging
them as acceptable; high expectations mean setting challenging but achievable goals.
The focus should be on results that are motivating and attainable.

The manager should establish a system for setting objectives and set up a proce-
dure for periodically reporting progress toward these objectives. Consideration of
less-experienced employees demands more frequent consultation and, possibly,
reporting. The manager who is committed to delegating authority should avoid
switching back and forth in delegation, thereby causing only confusion and stagna-
tion among employees.

Awareness of Limitations

It may seem self-evident, but delegation cannot be used when the individual does not
welcome additional responsibility. Knowing who wants greater responsibility or pro-
motion is as important as knowing who is qualified for a job. It is often difficult for suc-
cessful executives, who owe their success to a driving desire for greater responsibility
and recognition, to understand others who seem to lack that motivation.

In essence, the manager-employee relationship is one of interdependence. A major
goal of delegation is to reduce dependence on the manager, but the manager incurs
a certain responsibility to the employee in delegation. The manager is responsible for
helping the assistant discover how best to develop his or her abilities in order to meet
future responsibilities.

Managers can develop employees through the art of delegation and should practice this
art judiciously. With effective delegation, a manager can multiply his or her effective-
ness and, through others, achieve the results expected.
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Parity of Authority and Responsibility

An important principle of organization as well as management is that authority should
equal responsibility. This principle is known as the parity of authority and responsibility
and ensures that work will be performed with a minimum amount of frustration on the
part of personnel. By not delegating authority equal to responsibility, a manager will
create employee dissatisfaction and generally waste energies and resources.

Scalar Principle

This concept is generally referred to as the chain of command. It means that there should
be a clear definition of authority in the organization and that this authority flows, one link
at a time, through the chain of command from the top to the bottom of the organization.
Communication in the organization is through channels. Following this principle generally
results in clarification of relationships, less confusion, and improved decision-making,.

Delegation is the process that makes management possible because management is the
process of getting results accomplished through others. Understanding the process of
delegation involves employing the principles of responsibility, authority, and account-
ability, as well as understanding the concept of the chain of command (scalar principle).

Delegation Do’s and Don’ts
Do’s
« Delegate as simply and directly as possible. Give precise instructions.
« Illustrate how each delegation applies to organizational goals.
« Mutually develop standards of performance.
+ Clarify expected results.
« Anticipate the questions your employees may have, and answer them in order.
» Discuss recurring problems.
« Seek employee ideas about how to do the job.
« Accentuate the positive rather than the negative. Be supportive. Exhibit trust.
« Recognize superior performance.

« Keep your promises.

Don’ts

« Do not threaten your staff. Effective delegation depends more on leadership
skills than on position power.
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« Do not assume a condescending attitude.

« Do not merely give answers. Show an employee how to do something and why
it is done that way.

« Do not overreact to problems. Refrain from criticizing an employee in front of
others.

« Avoid excessive checks on progress.

Centralization versus Decentralization

The issues of centralization and decentralization involve the principle of delegation of
authority. When a limited amount of authority is delegated in an organization, it is usu-
ally characterized as centralized. When a significant amount of authority is delegated
to lower levels in the organization, the business is characterized as decentralized. Cen-
tralization and decentralization are opposites, and there are different degrees of each.
In a highly centralized organization, employees at lower levels have a limited range of
decision-making authority. The scope of authority to make decisions in decentralized
organizations, by way of contrast, is very broad for lower level employees.

Top Level of Management

Scope of Scope of
Authority Authority

Middle Management

Centralized First Level Decentralized

One cannot classify all forms of centralization as effective or ineffective. The same applies
to decentralization. Each form has its advantages and disadvantages and is affected by a
number of factors. For example, the size and complexity of the enterprise can affect the
delegation of authority. If an organization is very large and diversified, the limitations
of expertise will generally lead to decentralization of authority to the heads of these dif-
ferent businesses. if speed and adaptability to change are characteristic of the business,
it tends toward decentralization. Geographic dispersion also favours decentralization of
authority. On the other hand, some organizations have excellent and speedy communi-
cations systems that tend to favour the centralization of authority. In situations in which
adequate personnel are unavailable, the organization tends to centralized authority.

Advantages of Centralization
1. Closer control of operations.

2. Uniformity of policies, practices, and procedures.
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3. Better use of centralized, specialized experts.

Advantages of Decentralization
1. Faster decision-making without resort to higher level consultation.
2. Excellent training experience for promotion to higher level management.

3. Decisions better adapted to local conditions.

The issues of centralization and decentralization involve the principle of delegation of
authority. In centralization, a limited amount of authority is delegated; in decentral-
ization, a significant amount of authority is delegated to lower levels. Each form has
its advantages and disadvantages and is affected by a number of factors, such as size of
organization and the amount of geographic dispersion.

Organizational Structures

The primary formal relationships for organizing, as discussed earlier, are responsibility,
authority, and accountability. They enable us to bring together functions, people, and oth-
er resources for the purpose of achieving objectives. The framework for organizing these
formal relationships is known as the organizational structure. It provides the means for
clarifying and communicating the lines of responsibility, authority, and accountability.

Major Types of Organizational Structure

Although there are a number of variations of organizational structure, we shall discuss
line and staff organizations and committee organization here.

Line Organization

The line organization is the simplest organizational structure. It is the “doing” organi-
zation, in that the work of all organizational units is directly involved in producing and
marketing the organization’s goods and services. There are direct vertical links between
the different levels of the scalar chain. Since there is a clear authority structure, this form
of organization promotes greater decision-making and is simple in form to understand.

On the other hand, managers may be overburdened when they have too many duties.

President

Vice President Vice President
Operations Marketing

Quality i Sales Marketing
Control Promotion Research

Purchasing Assembly

Simple line organization
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Line and Staff Organization

When staff specialists are added to a line organization to “advise; “serve;” or “support”
the line in some manner, we have a line and staff organization. These specialists con-
tribute to the effectiveness and efficiency of the organization. Their authority is general-
ly limited to making recommendation to the line organization. Sometimes this creates
conflict. However, such conflict can be reduced by having staff specialists obtain some
line experience, which will tend to make them better understand the problems facing
the line managers they support. Such functions as human resources management and
research and development are typical staff functions.

President

Director Director Research
Personnel and Development
Vice President Vice President
Operations Marketing

Committee Organization

When a group of people is formally appointed to consider or decide certain matters,
this type of structure is a committee. Committees can be permanent (standing) or tem-
porary and usually supplement line and staff functions. Sometimes ad hoc or tempo-
rary committees are set up to deal with a specific problem. Once this committee makes
its recommendations, it is dissolved. On the other hand, permanent committees usual-
ly act in an advisory capacity to certain organizational units or managers. For example,
committees are used to a large extent in universities. They may report to a dean or
department chair. Certain committees, called plural committees, have the authority to
order, not only to recommend. These committees are usually reserved for a very high
level, such as the board of directors. An example is an executive committee of the board
for compensation or for succession planning.

Although committees have a number of advantages, they also have a number of disad-
vantages, particularly being excessively time consuming. Hence they should be man-
aged effectively.

Organizational Structure and Environment and Technology

Most studies that have been conducted on the relationship between organizational
structure and the environment have concluded that the best organizational structure is
contingent to some degree on the conditions in the environment. Several studies have
also shown a relationship between technology and structure. In fact, these researchers
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even suggest that technology itself determines structure. These studies and others have
led to a contingency approach to organizational structure.

Contingency Approach

This approach indicates that the most appropriate organizational structure depends
not only on the organizational objectives but also on the situation, which includes the
environment, the technology employed, the rate and pace of change, the managerial
style, the size of the organization, and other dynamic forces.

Creating and Maintaining Organization Culture

Where do cultures come from? Understanding this question is important in under-
standing how they can be changed. An organization’s culture is shaped as the organiza-
tion faces external and internal challenges and learns how to deal with them. When the
organization’s way of doing business provides a successful adaptation to environmental
challenges and ensures success, those values are retained. These values and ways of
doing business are taught to new members as the way to do business.

The factors that are most important in the creation of an organization’s culture include
founders’ values, preferences, and industry demands.

Attraction- ‘

selection-
f attrition

Founder
values and New )

preferences | employee
"1 onboarding %
ﬁ Early values, Organizational
goals, culture
Q assumptions
Industry e Leadership ) —
demands

‘ Reward
systems

| Culture Creation Culture Maintenance

Model Describing How Cultures Are Created and Maintained.

Founder Values

A company’s culture, particularly during its early years, is inevitably tied to the person-
ality, background, and values of its founder or founders, as well as their vision for the
future of the organization. When entrepreneurs establish their own businesses, the way
they want to do business determines the organization’s rules, the structure set up in the
company, and the people they hire to work with them.
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Founder values become part of the corporate culture to the degree to which they help
the company be successful.

Industry Demands

While founders undoubtedly exert a powerful influence over corporate cultures, the
industry characteristics also play a role. Companies within the same industry can
sometimes have widely differing cultures. At the same time, the industry characteris-
tics and demands act as a force to create similarities among organizational cultures.
For example, despite some differences, many companies in the insurance and bank-
ing industries are stable and rule-oriented, many companies in the high-tech industry
have innovative cultures, and those in non-profit industry may be people-oriented.
If the industry is one with a large number of regulatory requirements—for exam-
ple, banking, health care, and high-reliability (such as nuclear power plant) indus-
tries—then we might expect the presence of a large number of rules and regulations,
a bureaucratic company structure, and a stable culture. The industry influence over
culture is also important to know because this shows that it may not be possible to
imitate the culture of a company in a different industry, even though it may seem
admirable to outsiders.

Way to Maintain Culture of the Company

As a company matures, its cultural values are refined and strengthened. The early val-
ues of a company’s culture exert influence over its future values. It is possible to think of
organizational culture as an organism that protects itself from external forces. Organi-
zational culture determines what types of people are hired by an organization and what
types of people are left out. Moreover, once new employees are hired, the company as-
similates new employees and teaches them the way things are done in the organization.
We call these processes attraction-selection-attrition and onboarding processes. We
will also examine the role of leaders and reward systems in shaping and maintaining an
organization’s culture.

Attraction-Selection-Attrition

Organizational culture is maintained through a process known as attraction-selec-
tion-attrition (ASA). First, employees are attracted to organizations where they will fit
in. Someone who has a competitive nature may feel comfortable in and may prefer to
work in a company where interpersonal competition is the norm. Others may prefer
to work in a team-oriented workplace. Research shows that employees with different
personality traits find different cultures attractive. For example, out of the Big Five per-
sonality traits, employees who demonstrate neurotic personalities were less likely to be
attracted to innovative cultures, whereas those who had openness to experience were
more likely to be attracted to innovative cultures.
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Of course, this process is imperfect, and value similarity is only one reason a candidate
might be attracted to a company. There may be other, more powerful attractions such as
good benefits. At this point in the process, the second component of the ASA framework
prevents them from getting in: selection. Just as candidates are looking for places where
they will fit in, companies are also looking for people who will fit into their current corpo-
rate culture. Many companies are hiring people for fit with their culture, as opposed to fit
with a certain job. By introducing the candidate to several future co-workers and learning
what these co-workers think of the candidate, it becomes easier to assess the level of fit.

Even after a company selects people for person-organization fit, there may be new em-
ployees who do not fit in. Some candidates may be skilful in impressing recruiters and
signal high levels of culture fit even though they do not necessarily share the company’s
values. In any event, the organization is eventually going to eliminate candidates even-
tually who do not fit in through attrition. Attrition refers to the natural process where
the candidates who do not fit in will leave the company. Research indicates that per-
son-organization misfit is one of the important reasons for employee turnover.

Because of the ASA process, the company attracts, selects, and retains people who share
its core values, whereas those people who are different in core values will be excluded
from the organization either during the hiring process or later on through naturally
occurring turnover. Thus, organizational culture will act as a self-defending organism
where intrusive elements are kept out. Supporting the existence of such self-protective
mechanisms, research shows that organizations demonstrate a certain level of homo-
geneity regarding personalities and values of organizational members.

New Employee Onboarding

Another way in which an organization’s values, norms, and behavioral patterns are trans-
mitted to employees is through onboarding (also referred to as the organizational social-
ization process). Onboarding refers to the process through which new employees learn
the attitudes, knowledge, skills, and behaviors required to function effectively within an
organization. If an organization can successfully socialize new employees into becoming
organizational insiders, new employees will feel accepted by their peers and confident
regarding their ability to perform; they will also understand and share the assumptions,
norms, and values that are part of the organization’s culture. This understanding and
confidence in turn translate into more effective new employees who perform better and
have higher job satisfaction, stronger organizational commitment, and longer tenure
within the company. Organizations engage in different activities to facilitate onboarding,
such as implementing orientation programs or matching new employees with mentors.

What can Employees do During Onboarding?

New employees who are proactive, seek feedback, and build strong relationships tend
to be more successful than those who do not. For example, feedback seeking helps new
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employees. Especially on a first job, a new employee can make mistakes or gaffes and
may find it hard to understand and interpret the ambiguous reactions of co-workers.
By actively seeking feedback, new employees may find out sooner rather than later any
behaviors that need to be changed and gain a better understanding of whether their
behavior fits with the company culture and expectations.

Relationship building or networking (a facet of the organizing function) is another im-
portant behavior new employees may demonstrate. Particularly when a company does
not have a systematic approach to onboarding, it becomes more important for new em-
ployees to facilitate their own onboarding by actively building relationships. According to
one estimate, 35% of managers who start a new job fail in the new job and either volun-
tarily leave or are fired within one and a half years. Of these, over 60% report not being
able to form effective relationships with colleagues as the primary reason for this failure.

What can Organizations do During Onboarding?

Many organizations, take a more structured and systematic approach to new employ-
ee onboarding, while others follow a “sink or swim” approach where new employees
struggle to figure out what is expected of them and what the norms are.

A formal orientation program indoctrinates new employees to the company culture, as
well as introducing them to their new jobs and colleagues. An orientation program has
a role in making new employees feel welcome in addition to imparting information that
may help them be successful in their new jobs. Many large organizations have formal
orientation programs consisting of lectures, videotapes, and written material, while
some may follow more informal approaches. According to one estimate, most orienta-
tions last anywhere from one to five days, and some companies are currently switching
to a computer-based orientation. Research shows that formal orientation programs are
helpful in teaching employees about the goals and history of the company, as well as
communicating the power structure. Moreover, these programs may also help with a
new employee’s integration to the team. However, these benefits may not be realized to
the same extent in computer-based orientations. In fact, compared to those taking part
in a regular, face-to-face orientation, those undergoing a computer-based orientation
were shown to have lower understanding of their job and the company, indicating that
different formats of orientations may not substitute for each other (Klein & Weaver,
2000; Moscato, 2005; Wesson & Gogus, 2005).

What can Organizational Insiders do During Onboarding?

One of the most important ways in which organizations can help new employees adjust to a
company and a new job is through organizational insiders—namely, supervisors, co-work-
ers, and mentors. Leaders have a key influence over onboarding and the information and
support they provide determine how quickly employees learn about the company politics
and culture, while coworker influence determines the degree to which employees adjust to
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their teams. Mentors can be crucial to helping new employees adjust by teaching them the
ropes of their jobs and how the company really operates. A mentor is a trusted person who
provides an employee with advice and support regarding career-related matters. Although
a mentor can be any employee or manager who has insights that are valuable to the new
employee, mentors tend to be relatively more experienced than their protégés. Mentoring
can occur naturally between two interested individuals or organizations can facilitate this
process by having formal mentoring programs. These programs may successfully bring to-
gether mentors and protégés who would not come together otherwise.

Research indicates that the existence of these programs does not guarantee their suc-
cess, and there are certain program characteristics that may make these programs
more effective. For example, when mentors and protégés feel that they had input in
the mentor-protégé matching process, they tend to be more satisfied with the arrange-
ment. Moreover, when mentors receive training beforehand, the outcomes of the pro-
gram tend to be more positive. Because mentors may help new employees interpret and
understand the company’s culture, organizations may benefit from selecting mentors
who personify the company’s values. Thus, organizations may need to design these pro-
grams carefully to increase their chance of success.

Leadership

Leaders are instrumental in creating and changing an organization’s culture. There is a
direct correspondence between the leader’s style and an organization’s culture. For ex-
ample, when leaders motivate employees through inspiration, corporate culture tends
to be more supportive and people-oriented. When leaders motivate by making rewards
contingent on performance, the corporate culture tended to be more performance-ori-
ented and competitive. In these and many other ways, what leaders do directly influ-
ences the cultures of their organizations. This is a key point for managers to consider as
they carry out their leading P-O-L-C function.

Part of the leader’s influence over culture is through role modelling. Many studies have
suggested that leader behavior, the consistency between organizational policy and leader
actions, and leader role modelling determine the degree to which the organization’s culture
emphasizes ethics. The leader’s own behaviors will signal to individuals what is acceptable
behavior and what is unacceptable. In an organization in which high-level managers make
the effort to involve others in decision making and seek opinions of others, a team-oriented
culture is more likely to evolve. By acting as role models, leaders send signals to the orga-
nization about the norms and values that are expected to guide the actions of its members.

Leaders also shape culture by their reactions to the actions of others around them. For
example, do they praise a job well done or do they praise a favoured employee regard-
less of what was accomplished? How do they react when someone admits to making an
honest mistake? What are their priorities? In meetings, what types of questions do they
ask? Do they want to know what caused accidents so that they can be prevented, or do
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they seem more concerned about how much money was lost because of an accident?
Do they seem outraged when an employee is disrespectful to a co-worker, or does their
reaction depend on whether they like the harasser? Through their day-to-day actions,
leaders shape and maintain an organization’s culture.

Reward Systems

Finally, the company culture is shaped by the type of reward systems used in the orga-
nization and the kinds of behaviors and outcomes it chooses to reward and punish. One
relevant element of the reward system is whether the organization rewards behaviors
or results. Some companies have reward systems that emphasize intangible elements
of performance as well as more easily observable metrics. In these companies, super-
visors and peers may evaluate an employee’s performance by assessing the person’s
behaviors as well as the results. In such companies, we may expect a culture that is
relatively people - or team-oriented, and employees act as part of a family. However, in
companies in which goal achievement is the sole criterion for reward, there is a focus on
measuring only the results without much regard to the process. In these companies, we
might observe outcome-oriented and competitive cultures. Whether the organization
rewards performance or seniority would also make a difference in culture. When pro-
motions are based on seniority, it would be difficult to establish a culture of outcome
orientation. Finally, the types of behaviors that are rewarded or ignored set the tone for
the culture. Which behaviors are rewarded, which ones are punished, and which are
ignored will determine how a company’s culture evolves. A reward system is one tool
managers can wield when undertaking the controlling function.

Signs of Organizational Culture

How do you find out about a company’s culture? We emphasized earlier that culture
influences the way members of the organization think, behave, and interact with one
another. Thus, one way of finding out about a company’s culture is by observing em-
ployees or interviewing them. At the same time, culture manifests itself in some visible
aspects of the organization’s environment.

Signs of

Culture
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Mission Statement

A mission statement is a statement of purpose, describing who the company is and what
it does. It serves an important function for organizations as part of the first facet of the
planning P-O-L-C function. But, while many companies have mission statements, they
do not always reflect the company’s values and its purpose. An effective mission state-
ment is well known by employees, is transmitted to all employees starting from their
first day at work, and influences employee behavior.

Some mission statements reflect who the company wants to be as opposed to who they
actually are. If the mission statement does not affect employee behavior on a day-to-
day basis, it has little usefulness as a tool for understanding the company’s culture.

A mission statement that is taken seriously and widely communicated may provide
insights into the corporate culture.

Rituals

< R e,
Tradition is important at Mary Kay Cosmetics. Pink Cadillacs are
given to top performers at large annual events.

Rituals refer to repetitive activities within an organization that have symbolic meaning.
Usually rituals have their roots in the history of a company’s culture. They create cama-
raderie and a sense of belonging among employees. They also serve to teach employees
corporate values and create identification with the organization. During this ritual, em-
ployees feel a connection to the company culture and its values such as self-determina-
tion, willpower, and enthusiasm.

Rules and Policies

Another way in which an observer may find out about a company’s culture is to examine
its rules and policies. Companies create rules to determine acceptable and unaccept-
able behavior and, thus, the rules that exist in a company will signal the type of values
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it has. Policies about issues such as decision making, human resources, and employee
privacy reveal what the company values and emphasizes. For example, a company that
has a policy such as “all pricing decisions of merchandise will be made at corporate
headquarters” is likely to have a centralized culture that is hierarchical, as opposed to
decentralized and empowering. The presence or absence of policies on sensitive issues
such as English-only rules, bullying and unfair treatment of others, workplace surveil-
lance, open-door policies, sexual harassment, workplace romances, and corporate so-
cial responsibility all provide pieces of the puzzle that make up a company’s culture.
This highlights how interrelated the P-O-L-C functions are in practice. Through rules
and policies, the controlling function affects the organization’s culture, a facet of orga-
nizing.

Physical Layout

A company’s building, layout of employee offices, and other workspaces communicate
important messages about a company’s culture.

The layout of the office space also is a strong indicator of a company’s culture. A
company that has an open layout where high-level managers interact with employ-
ees may have a culture of team orientation and egalitarianism, whereas a company
where most high-level managers have their own floor may indicate a higher level of
hierarchy. The degree to which playfulness, humour, and fun are part of a company’s
culture may be indicated in the office environment. A casual observation of their
work environment sends the message that employees who work there see their work
as fun.

Stories and Language

Perhaps the most colourful and effective way in which organizations communicate
their culture to new employees and organizational members is through the skill-full
use of stories. A story can highlight a critical event an organization faced and the or-
ganization’s response to it, or a heroic effort of a single employee illustrating the com-
pany’s values. The stories usually engage employee emotions and generate employee
identification with the company or the heroes of the tale. A compelling story may be a
key mechanism through which managers motivate employees by giving their behavior
direction and by energizing them toward a certain goal. Moreover, stories shared with
new employees communicate the company’s history, its values and priorities, and cre-
ate a bond between the new employee and the organization.

Language is another way to identify an organization’s culture. Companies often have
their own acronyms and buzzwords that are clear to them and help set apart organiza-
tional insiders from outsiders. In business, this code is known as jargon. Jargon is the
language of specialized terms used by a group or profession. Every profession, trade,
and organization has its own specialized terms.

I227I

1



Understanding Organizational Behavior

Organizational Change and Development

The partial or total adaption of a new idea, concept or behaviour by organisational
members is referred to as organisational change. Little wonder, Yang, Zhuo, & Yu,
argues that changing the vision and mission statements, organisational strategy, or-
ganisational cultures, organisational structure, system, techniques of production and
leadership style are some of the targets of organisational change. It arises as a result of
pressures from the external environment and the need for internal alignment of struc-
tural defects.

From a broader perspective, change refers to a system of continuous transformation
that take place in one or more organisational domain such as organisational technolo-
gy, structure and human resources.

From a broader perspective, change refers to a system of continuous transformation
that take place in one or more organisational domain such as organisational technolo-
gy, structure and human resources.

Organisational change usually originate from discrepancies noticed from envi-
ronmental dynamism, which takes the form of series of activities that support the
process of improvement in the capabilities of individuals and groups that work in
organisations.

Organisational change is a consequence of changes in the business activities as well as
the outcome of managerial perception, choice and action.

In the opinion of Kotter and Schlesinger, organisational change implies or means the
same thing as organisational transformation. However, change implementation is a
more rigorous activity than it is often being perceived Szabla that is why it is estimated
that two thirds of all organisational change effort does not succeed. According to Ben-
nebroek Gravenhorst, Werkman, and Boonstra, despite this growing attention given to
organisational change effort, more than 50 percent of all change initiative still does not
succeed.

The goals of organisational change are very many, but they major ones centers on per-
formance

Improvement. prevention or elimination of organisational crisis, and capacity to with-
stand competition and environment turbulence.

Therefore, all prospective change program must be supported by effective communi-
cation process for the following reasons: To convince the employees on the need for
change, to enable individuals to appreciate the positive impact that the change will have
on them, if successfully implemented, to identify any structural loophole in the change
process, and to keep open the channels of communication as the plan progresses.
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This change effort is often referred to as planned change. However, this type of change
effort has its own draw-back, which according to some authors, is too much emphasis
is incremental change, which makes is unreliable in situation that requires rapid ap-
proach to institutional and transformational change.

Cummings and Worley note that it is because of the multi-faceted nature of organisa-
tional change that the concept is viewed from a number of different perspectives, using
multiplicity of models and theories, which sometimes are conflicting.

For the fact that organisations are political systems, so many change efforts in organ-
isations are not initiated to further the interest of the organisation, in terms of better
process or output, rather to benefit their own people or individuals. The same is true
when you look at an organisation as a fragmentary system of distinct units each pursu-
ing conflicting goals.

The same way we talk about organisational learning: Organisations don’t learn, it is
the individuals in the organisation that learn. Work teams, groups and organisations
don’t change, but the individuals in the work group, groups and organisations change.
Organisations can only change if and only if members change their attitudes, behaviour
and dispositions.

Types of Change

Changes has been classified in some many different ways by different authors using dif-
ferent perspectives, for instance Gersick, defines his classification as gradual or revolu-
tionary; Dunphy and Stace, classify change as either incremental or transformational;
Levy classify organisational change as either of 1t degree or 2nd degree, while Miller
and Friesen, based their classification on either evolutionary or revolutionary. In all of
the classifications, a major point that is common to all the classifications is about the
magnitude of the change. Gradual, evolutionary, incremental and 1st degree all have to
do with changes that come in bits or departmental or unit changes, while revolution-
ary, transformational and 2nd degree have to do with big changes that is holistic and
involved all strategic units of an organisation.

Approaches to Managing Organisational Change

To succeed and survive in our present highly competitive and continuously evolving
business terrain, an understanding of sound management approach of change is im-
perative. Interestingly, Robbins and Judge identify four main approaches to managing
organisational change.

Kurt Lewin Model of Change

Kurt Lewin is the “founding father of change management, with his unfreeze—change—
refreeze or ‘changing as three steps’ (CATS) regarded as the fundamental or ‘classic’
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approach to, or classic ‘paradigm’ for managing organisational change”. His model is
based on premises that before introducing a change into an organisation, the individ-
uals in the organisation must be prepared for the change, there must be motivated to
change and there must be an established and integrated mechanism for bringing about
the change in behaviours of all the organisational members.

Unfreezing the status quo: This involves recognizing the need for a change and im-
provement. According to Marquis and Huston, “during this stage change agents and all
those involved in leading the process of change source for information required to solve
the identified problem or lapses”. This step is very important because it requires that
leaders and managers should educate and motivate their subordinate so that they can
buy the idea of change. It is very important to state at this point that any change process
initiative involves two divergent types of forces. It is therefore necessary at this stage to
identify the driving force of the change as well as the restraining forces of change which
is alternatively referred to as the benefits and costs of the change implementations.

Movement to a desired position: This involves the development of new behaviour and
attitudes and the execution of the change program. This is a very critical stage and
according to Change Management Coach, the following must be done to ensure a suc-
cessful movement. “You must provide continuous education on the need for the change
that is taking place, you must provide extensive support to staff especially those that
are resistant, and you must maintain an undiluted flow of communication with your
subordinate regarding the change process, especially the benefits to be derived”.

Refreezing: This means “stabilizing a change intervention by striking a balance between
the driving forces of change and the restraining forces through policies, procedures,
structures and cultural norms. For this stage to be successful, two things must be noted
here: “The employees must not be rushed, therefore, they must be given ample time
to adapt to the new change, and there is need to emphasize the benefits of the change
initiative”.

One of the criticisms of the Lewin model is that it is broad and rather too abstract. Fur-
thermore, Lewin’s model assumed that organisations operate in a stable state, which
to a great extent, is not true. Moreso, Kurt Lewin model appears to be only relevant
for managing small-scale change projects, and did not take into cognizance the con-
cept of viewing an organisational as a political system (Still on small or incremental
change, Sorensen argues that organisations with strong cultures are very good when it
comes to incremental changes, but they do not do well when it comes to radical chang-
es. Furthermore, Child argues that “Lenin’s postulations appear to be too rigid and his
thinking of ‘refreezing’ cannot be applied in today’s complex and dynamic world that
requires more of fluidity than rigidity”. However, several other authors like McAleese,
Creed and Zutshi, have countered some of those criticisms. For instance, the above
authors argue that “there has been an unparallel adaptation of Lewin’s theoretical her-
itage is sufficiently robust to withstand the criticisms of the refreeze stage”.
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Kotter 8- Steps Change Model

Kotter and Cohen investigated the various issues and impediments that people encoun-
ter in the course of initiating organisational changes, and came to a logical conclusion
that a change initiative can only be successful when individuals are able to change their
cognitions and behaviour by sincerely talking to their hearts. It was on the basis of
the above shortcomings that Kotter suggested the following eight steps plan for im-
plementing organisational change. The idea behind his insight is that when there is a
vision for the change process, there will be a reduction in the rate of errors; this will
lead altogether to an increase in the rate of success.
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Kotter’s 8-step change model.

From Kotter’s 8 step change model figure, the first three steps (1, 2 and 3) focus is on
creating an enabling environment for change to take place. Steps 4 to 6 focus on ensur-
ing that all organisational members are actively involved in the process of change. The
last two steps-7 and 8- (never giving up and making it stick) is all about ensuring the
stability and sustenance of the change.

It is always a common phenomenon for organisational leaders to rush into a change
program without having a clear conviction of what the impetus for the change is. More
often than not, most organisational leaders erroneously assume that they can use the
direct influence of their personality drive change and change related processes. There-
fore, rather than communicating and aligning with those people that will implement
the change, they singlehandedly plan the process and expect the subordinates to just
follow. It is on the basis of the above that a guiding coalition becomes imperative, more
so, since no individual has all the knowledge, skills and abilities that is required to
bring about successful organisational change. However, all is not too well with Kotter’s
model of change.

The major weaknesses of Kotter’s model is that the model appears to be too mechanis-
tic, it is mostly applicable to large organisations and finally, it is not capable of sustain-
ing a change program or any major transformation agenda. In the opinion of O’Keefe
Kotter’s model for managing change has two major drawbacks as follows: Firstly,
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Kotter assumes change to be a one-off activity, which must be carefully managed. Sec-
ondly, he projected the model in such a way that will make employees to be suspicious
of the change and therefore lose trust and credibility, as leaders make changes without
the other employees’ own input. In other words, the model makes employees to be
mere instruments of change. In another development, but flowing from the same di-
rection, Lewin’s approach has also been criticized on the basis that it has become obso-
lete because it is only applicable in a world where the business environment is stable.
This criticism is understandable since at the time of Lewin postulation, the business
and economic environment were relatively stable. Secondly the model assumes that
change is an unusual phenomenon in an otherwise peaceful world. This happens to
support the reactive approach who strongly believes that change occurs only when
there is a shock in both external and internal environment of an organisation. Howev-
er, this assumption is not realistic considering today’s turbulent, chaotic and dynamic
environment.

Action Research

This is a research based change process which is chosen after a rigorous data collec-
tion and analysis. It is “the study of a social situation carried out by those involved
in that situation in order to improve both their practice and the quality of their un-
derstanding”. It is a systematic means involving external resource person collabora-
tion with some organisation members with the aim of diagnosing a problem and the
development of an effective solution. From the two definitions above, it is evident
that the major goals of action research is to provide a sound scientific methodology
useful for managing planned organisational change process, and to produce practi-
cal knowledge that is useful to people in the everyday conduct of their lives. From a
general perspective, “there are four main themes from most of the definitions of ac-
tion research namely: empowerment of participants, collaboration through partici-
pation, acquisition of knowledge, and social change”. From some review of literature,
it is observed that action research is mostly used in educational and social research.
We can rightly say that action research is not a holistic approach to managing or-
ganisational change. It is used to solve a specific organisational identified problem.
Action research requires the “active involvement of the organisational change agent
so as to identify, promote and evaluate the issues at hand and recommend practical
solutions as the case may be”. Generally, action research can be divided into three
categories.

Classical action research views research as a way of testing tentative statement in a
real world environment. Contemporary action research focuses on logical ideas of both
individuals and group when undertaking research. Critical action research is a specific
type of action research that adopts a deep-rooted approach with the objective of im-
provement performance. The ability of participants to actually perceive the need for a
change and be willing to collaborate in the process of change is indeed one of the major

|232 I

1



Organizational Structure and Systems

characteristics of action research. When this is done, all stakeholders will perceive the
change process and the outcome of the process to be meaningful, reliable and action-
able. Just like a normal scientific research process, action research has five basic logical

steps.

IDENTIFY
THE PROBLEM

GATHER
DATA

INTERPRET
DATA

EVALUATE
RESULTS

ACT ON
EVIDENCE

Action Research Cycle.

Action Research Process

Problem identification: This involves interviews, reviews of opinions of the em-
ployees’ records.

Gathering of data: This is an attempt aimed at sourcing for the required set of
data that is relevant to the study. Interpretation of data: Once data is gathered,
the next thing is to analyse the data so that the data can now be in usable state.
Once that is achieved, the analysed data is now interpreted for easy understand-
ing by those who will utilize that data.

Action: The change agent and the employees carry out the plans to remedy the
problematic situation identified at the diagnosis stage.

Evaluation: Initial data is used as a benchmark and evaluation is made to ascer-
tain the success or otherwise of the change process.

Next step: Thereafter the process continues because it is a never-ending process.

Organisational Development

“Organisational development refers to a special field involving well-trained people with
expertise in facilitating successful organisational development interventions” to enhance
improvement in organisations. It is a generic term used to describe various interventions
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strategies employed by organisations with the objective of increasing the capability of
individuals and teams. Patching refers to OD as synonymous with management devel-
opment, which he defines as activities having no direct physical impart on the organisa-
tion, but that its effectiveness lies in changing the behaviour of managers and employees.
However, organisational development is a much broader scope than management devel-
opment, since management development is aimed specifically at developing the compe-
tencies of organisational leaders in some specialized areas of knowledge.

Organisational development is “the organisation-wide application of behavioural sci-
ence knowledge to the planned improvement, and reinforcement of the strategies,
structures, and processes that lead to organisation effectiveness”. One of the major
goals of organisation development is to create an environment where organisations will
be more open and more adaptive to learning in their quest to be learning organisations,
because it is only a learning organisation that are action oriented towards learning by
way of vitality and through imbibing a learning culture.

McLean views organisation development as “any process or activity, based on the be-
havioural sciences, that, either initially or over the long term, has the potential to de-
velop in an organisational setting enhanced knowledge, expertise, productivity, satis-
faction, income, interpersonal relationships, and other desired outcomes, whether for
personal or group/team gain, or for the benefit of an organisation, community, nation,
region, or, ultimately, the whole of humanity”.

It is an “applied behavioural science approach to planned changes and development
of an organisation because the emphasis on OD is more on improving organisation
capabilities rather than the actual organisational processes and it is about large scale
organisational change that is based on people’s perception and behaviour”.

Shvindina views organisational development as consistent with organisational transforma-
tions, which means the accumulation of organisational capabilities to solve organisational
problem and to react to external challenges. Organisational development is not about re-
structuring or a reducing organisational layer, that is why Church defines OD by first out-
lining what he considers not being OD for instance, downsizing and process consolidation
are not part of OD. He thereafter defines OD as a systematic organisational change. The
idea here is that it is not every change that can be classified as organisational development.

Underlying Values in OD Interventions
1. People should be treated with respect
2. There must be trust, openness and collaborative organisational climate
3. Less emphasis should be placed on hierarchical structures

4. Confrontation: Issues bothering on employees must be treated head-on
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5. People that will be affected by the change must be included in the planning and

execution of the change process.

Organisational Development Strategies/Techniques

Sensitivity training: This is also called T-group: These are training groups that
change behaviour and attitudes of employees though unstructured group inter-
action. Training is usually on process rather than on content.

Survey feedback: This involves the use of questionnaire to illicit information from
the employees. The interview is aimed at identifying the discrepancies among
members perception, discussion follows and remedies are suggested. It is one
of the human based processes OD intervention strategies aimed at enabling the
employees to develop better understanding of their own and others behaviour for
the purpose of improving interpersonal, intra-group, and inter-group relations.

Process consultation: The aim of process consultation is to increase the value
the relationships among individuals working in groups especially among stu-
dents and teachers to achieve their common goals. It focuses on the context of
interpersonal and group interactions rather than on what of the content.

Team building: This involves a clear understanding of the mutual expectations
from individuals, as well as the modalities of working with one another as col-
laborators in other to optimize the performance of each team member. It has to
do with building a common value for the team, creating a strategic vision for the
team, and crafting specific role for each team member.

Appreciative inquiry: This intervention strategy seeks to identify the key organ-
isational competencies with a view to developing those competencies so as to
achieve individual and organisational improvements. Appreciative inquiry con-
tinuously emphasizes the positive since it first identifies the key competencies
of an organisation, instead of looking for a problem to fix. Members, thereafter
work on that key organisational strength with a view to improving performance.
Naylor added role analysis, quality of work-life, and counselling as part of or-
ganisational development strategies.

Appreciative inquiry has no one specific guideline or procedure, however one of the
oldest methods was the 4 principles of appreciative inquiry which states that inquiry
into any social phenomena should be appreciative, collaborative, provocative, and ap-
plicable. Be that as it may, modern approaches have evolved over the years and one of
the latest approaches is the 4 D model of appreciative inquiry created and popularized
by Cooper rider, Whitney & Stavros). The 4D model is briefly explained below:

Discovery: This is the period to think and reflect on the present state of the
subject of inquiry.
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« Dream stage: This stage is very important as it paints a better picture in the
minds of the participants. At this state, participants are required to conceptual-
ize an ideal situation that they all will aspire to experience.

« Design stage: At this stage, participants are asked to design an ideal organisa-
tion as conceptualized at the dream stage. Participants are encouraged to form
groups or categories for the purpose of creating special projects.

» Destiny/Delivery stage: This stage was initially called delivery stage, until Coo-
per rider changed it to destiny when he discovered that delivery seem to be
associated with traditional management change approach. This has brought
about a lot of criticism from appreciative inquiry researchers.

According to Obie we all organisation development interventions or strategies that are
rooted in the engineering, industrial psychology and in the applied fields of sociology
and humanities are referred to as socio structural interventions. The following fall un-
der the socio-structural interventions: Job enlargement; Job enrichment; Structural
design; Downsizing; Re-engineering; Total quality management, and Work design. The
purpose of which is to:

1. Increase efficiency in work content, enhance task completion method, and
building a mutual relationship among workers, and

2. Reduce operational costs by replacing out-dated materials and equipment.

Benefits of Organisational Development Interventions

According to Hawai Pacific University, organisation that engages full organisational devel-
opment program enjoys the following benefits: Continuous Improvement, effective com-
munication, continuous employee development, quality products and services and increase
in the organisations’ bottom line. When stakeholders define the change and allow leaders
to manage the change process, there is a high probability of a successful change process, but
when leaders define the change and personally manage the change process, it often leads
to failure. In the same way if stakeholders define the changes and allow staff to manage the
change process, it will fail unless the leaders buy in to the outcome of the change process.

According to Rune the major cause of these failures has to do basic lack of a valid
framework on change planning and implementation which make leaders to over-rely
on inconsistent theories and models that lack empirical validation. It is as a result of
this that the author argues that to have a successful OD intervention organisational
leaders must be enthusiastic about improving the organisation’s ability to adapt to en-
vironmental challenges. In order to improve their organisations, they must use both
attitudinal and behavioural change processes that will increase the organisations abil-
ity to understand its vision, reduce the extent to which emotions influences group and
organisational decisions making processes, procedures and actions, and as well, in-
crease the organisation’s capacity to achieve its potentials.
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All chapters in this book are published with permission under the Creative Commons
Attribution Share Alike License or equivalent. Every chapter published in this book has
been scrutinized by our experts. Their significance has been extensively debated. The topics
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truly unique. They have played a crucial role in the development of this book. Without their
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This book was conceptualized with the vision of imparting up-to-date and integrated
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individual on the board went through rigorous rounds of assessment to prove their worth.
After which they invested a large part of their time researching and compiling the most
relevant data for our readers.

The editorial board has been involved in producing this book since its inception. They have
spent rigorous hours researching and exploring the diverse topics which have resulted in
the successful publishing of this book. They have passed on their knowledge of decades
through this book. To expedite this challenging task, the publisher supported the team at
every step. A small team of assistant editors was also appointed to further simplify the
editing procedure and attain best results for the readers.

Apart from the editorial board, the designing team has also invested a significant amount
of their time in understanding the subject and creating the most relevant covers. They
scrutinized every image to scout for the most suitable representation of the subject and
create an appropriate cover for the book.

The publishing team has been an ardent support to the editorial, designing and production
team. Their endless efforts to recruit the best for this project, has resulted in the
accomplishment of this book. They are a veteran in the field of academics and their pool
of knowledge is as vast as their experience in printing. Their expertise and guidance has
proved useful at every step. Their uncompromising quality standards have made this book
an exceptional effort. Their encouragement from time to time has been an inspiration for
everyone.

The publisher and the editorial board hope that this book will prove to be a valuable piece
of knowledge for students, practitioners and scholars across the globe.
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