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1. ORGANISATIONAL BEHA VIOUR:
NATURE, SCOPE AND IMPORTANCE

‘STRUCTURE

Introduction
1.2 Definition
1.3 OB: Nature and Scope

1.4 Importance of OB

15 Limitations of OB

1.6 Disciplines Contributing to OB
1.7 Models of OB

Summary

Review Exercises

1.1 INTRODUCTION

People work in organisations in order to build their careers, realise their dreams
and achieve success. They join organisations with high expectations. When they get
what they want, they get along with others quite happily. Unlike in the past most
employees nowadays are in search of jobs that are interesting and challenging. They
want to contribute, get recognised and rewarded. They want to find meaning in their
day-to-day work life. Striking a balance between what the employees want and what the
organisation can offer — has become a knotty issue for many managers. Organisations

are nothing but groups of people who work interdependently towards some purpose. .

When employees are presented with jobs that have stretch, pull and challenge - they

are encouraged to put their best foot forward and produce wonderful results. They |.

are motivated to work with passion, zeal and commitment. Unfortunately, the scene
out there in the marketplace is not all that rosy. Most people work in organisations,
since they do not have a choice. They do not get what they want. They are made

to work in poor surroundings. They are made to fight for everything almost on a |

daily basis with their own colleagues — thanks to the scarcity of critical resources and

lucrative opportunities: They are pushed to the wall and made to swallow their pride |

and work unhappily wearing a mask to cover up their inner feelings, thoughts and
concerns. Yes, this is where Organisational Behaviour (OB) steps in to help managers
understand what people think, feel and do in and around organisations. In fact, the
present text is all about people working in organisations. We try to look at the soft
side of the coin - that is the feelings, emotions, concerns, expectations ahd reactions of

Organisational
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and Importance
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people to any organisational initiative. We also look at how individuals and groups
work towards common goals within the boundaries set by the organisation. We also
look at how the organisations respond to the demands of people - 'both individually
and collectively ~and try to put out fires from time to time. In a way, we are going to
focus attention on what people do in organisations and how their behaviour affects: -
the organisational performance. ' '

Organisational Behaviour, as things stand péw, may.be studied from various a'n-gles. .

1. The classical approach emphasized the need for a structure with well-defined rules,
", regulations and lines of authority. . . _

2. The behavioural approach shifted the focus to human and social needs. Structure
has no meaning unless you sell the idea to employees and take them along with
you. ' ' : - R

3. The quantitative approach emphasized the application of quantitative analysis to
management decisions and problems. The focus was more on solving technical
rather than human behaviour problems. S

4. The systems approach looked at organisations as a series of inputs, transformation

'précess and outputs. It viewed the organization as'an entity with interrelated
parts with a unifying purpose, surviving and flourishing in its environment.

5. The situational/contingency approach encouraged managers to use the concepts
and methods of traditional, behavioural and systems viewpoints, depending on
the circumstances they face at the time. :

1.2 DEFINITION

Organisational behaviour (OB) is a study of human behaviour in the workplace.
Precisely stated, it is a systematic study of human attitudes, behavioir and.
performance - on what people do in an organisation and how that behaviour impacts
the performance of an organisation. The focus is on what people think, feel and do in

and around organisations. The psychological, behavioural and social side of human

beings as members of an organisation is put to a close examination.

Broadly speaking, OB is actually an applied behavioural science that is built on
contributions from a number of behavioural disciplines such as psychology, sociology,
sacial psychology, anthropology and economics. It seeks to systematica'll}} examine
the individual, group and structural characteristics that influence behaviour within
organisations. The basic aim isto improve our knowledge of why do people behave the
way they do? What prompits different people to react differently to the same situation?
Why only some organisations emerge as winnérs and why many others fail to deliver
results? Its goals are to make managers more effective at describing, understanding, -

‘predicting, and controlling human behaviour.

1. Describe behaviour: How people behave under a variety of-conditions.

2. Understand behaviour: Understand why people behave as they do in
organisations. - ’ o :

3.. Predict behaviour: Predict future employee behaviour, which employees might

be dedicated and productive or which ones might be absent, tardy er disruptive '
on a certain day. - ’ ' '

2 Seb"-]n:vrructr'analMc_zreria!



4. Coritrol behaviour: Control and develop some human activity .at work (skill
development, team effort and productivity).

1.2 OR: NATURE AND SCOPE

OB offers a set of tools — concepts and theories — that help people to understand,
analyze, describe and manage attitudes and behaviour in organisations. It tries to Jook
into what goes on in organisations and why. Like why X wants to quit the job and Y is
willing to hang on for over three decades in the same organisation. Why some people
work with passion, love and commitment and while others waste resources and spend

their time unproductively. The study of OB offers guidelines that help people atwork to .

understand and appreciate the many forces that influence behaviour in organisations.
It helps people working at all levels to make appropriate decisions’ about how to
behave and get along with other people in order to achieve organisational goals.

1.3.1 Features of Organisétiona'l Behaviour (OB)

The essential features of OB are listed as under:
Three Levels of Analysis

OB focuses attention on three distinct levels of analysis — individuals, groups and
organisations. OB tries tolook into the impact the individuals, groups and organisations
have on the behaviour of members working in an organisation. It tries to utilise this
knowledge with a view to improve organisational performance. (Greehberg and
Baron)

1. Distinct field of study: Over the years, OB has emerged as a distinct field of
study - of what people think, feel and do in and around organisations. A large
number of research studies and conceptual developinents are constantly being
added to its knowledge base. ' '

2. Interdisciplinary in riature: OB is an interdisciplinary field dedicated to better
understanding and managing people at work. It draws on a wide variety df social
science disciplines, includ’ing psychology, sociology, anthropology, economics,
political science, etc. -

3. Use of scientific methods: The field of OB seeks to develop a base of knowledge
about behaviour in’ organisations by employing an empirical, research-based
approach. As.such, it is based on systematic observation and measurement of
the behaviour or phenomenon of interest. '

4. Focus on application: The field of OB lays emphasis on applications that can
make a real difference in how organisations and people in them perform. For
example, researchers have shed light on practical questions as to: what steps could
be taken to reduce work-related stress, what can be done to improve quality of
organisational communication, under what conditions individuals make better
decisions than groups, etc. (Greenberg and Baron)

5. Focus on both sides of the coin: OB is a science because it seeks to study human
behaviout through the use of ~ scientific methods - observation, collection and
analysis of data and interpretation of data by looking into the relationships
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7.

10.

among variables, etc. Human behaviour is highly unpredictable and as such the
predictive value of OB remains a questionable issue always. OB, at best, may be
viewed as an inexact science. As rightly pointed out by Luthans, it is possible to
predict relationships between variables affecting behaviour on a broad scale but
it is difficult te apply predictive models on an individual basis. OB is an art in
the sense that the knowledge gained through a scientific process of observation
and analysis can be put to good use by managers while dealing with individuals
under a variety of situations. '

Contingency thinking: OB relies on contingency thinking (meaning that different

 situations require different behavioural practices for greatest effectiveness) while trying

to understand and solve work-related problems. The strength of the contingency
approach is that it encourages a close examination of each situation prior to action
while at the same time discouraging habitual practice based on universal truths
about human beings. OB recognises that management practices must be tailored
to fit the exact nature of each situation and rejects the classical thinking that there
is one best or universal way to manage people and organisations. (Schermerhom,
Hunt, Osborn) )

Subset of management: 'Man'agement may be defined as the pursuit of

organisational goals, effectively and efficiently. Efficiency means to use resources
wisely and cost-effectively, Effectively means to achieve results to make the right
decisions and successfully carry them out to achieve the organisation’s goals.
Since these goals are unattainable without human input, OB is a significant subset .
of management.’ -
Positive and optimistic: Modern OB is positive in nature and is very optimistic
about human nature and behaviour. The traditional, negative thinking about
employees (that they are basically lazy, irresponsible and require constant
supervision and external controls, etc.) is being rejected in favour of a more
democratic approach where employees are trusted, treated with respect and
every attempt is made to improve the quality of life at work. (Greenberg and
Baron) . :

Integrative in nature: OB seeks to balance human and technical values at work,

" It seeks to achieve pro ductivity by building and maintaining employee’s di gnity,

growth and satisfaction, rather than at the expense of these values. OB seeks to
fulfill employees’ needs and aspirations while trying to realise organisational
goals. .

The focus of OB is on human behaviour at work. As we all know, human. beings
are complex. They are not alike and they are gifted with unique brains. Two people
often act very differently in the same situation and the person’s behaviour changes in
different situations, Keeping this in the backdrop, we can safely conclude that OB does
not offer any simple solutions or universal guidelines-as far as human behaviour is
concerned. It all depends on circumstances, situations and several other contingencies.
OB certainly helps us to look at'everything from a fresh perspecive - paying attention
to a wealth of research based theories about how people behave in organisations -
before arriving at an informed decision.
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1.4 IM PORTANCE OF OB ' , Behaviour: Nature, Scope

and Importance

OB, is important to managers because of the following reasons:

*  To uncover hidden aspects of the organisation: Often, managers in their anxiety NOTES

to get results through others, tend to focus attention on strategies, objectives,
policies, procedures, structure, technology, formal authority, chain of command,
which is the formal side of the organisation — ignoring the human side of the coin
completely. By forcing managers to focus attention on the actions of people at |

- work, OB tries to uncover the hidden aspeéts of organisation such as attitudes,
perceptions, group norms, informal relationships, interpersonal and intergroup
conflict, etc. it makes them realise the importance of taking the human element
into account while translating mega corporate dreams into concrete reality.

*  Explain and predict behaviour: OB helps managers to explain why individuals
behave as they do in organisations, why individuals in groups behave differently
than individuals acting alone, why monetary incentives have only a limited
impact on individual motivation and satisfaction, why a certain amount of conflict
is healthy for organisations, why people skills are most important to managers
while running the show. By focusing attention on individual and group level
characteristics, OB tries to explain and predict behaviour. Because they achieve
results through others, managers will be more effective leaders if they have an
understanding of human behaviour.

*  Acquire ‘people skills” and win the race: One popular reason for studying OB is to
Jearn more about ‘people skills’ and apply them in work situations and come out
of the race victoriously. People can distract the organisation from its professed
pathby engaging in conflict and misunderstandings, or they can pool their diverse
talents and perspectives to achieve much more as a group than they could ever
do as individuals.(R. L. Daft) By understanding what causes people to behave as
they do, managers can exercise leadership to achieve positive, encouraging and
even stunning results from time to time. To succeed as a manager, one has to read
OB and apply the knowledge in an intelligent manner.

»  Formulate informed judgements: Generally speaking, OB does not offer magic
solutions to behavioural puzzles in an crganisation. (Hamner and Organ) There
is no.substitute and neither will there be ever any substitute for judgement of
the practicing manager in dealing with specific situations. OB can only help in
formulating an informed judgement that canbe derived from tenable assumptions; -
judgement that takes into account the important variables underlying the
situation, judgement that assigns due recognition to the complexity of individual
or group behaviour; judgement that explicitly takes into account the manager’s
own goals, motives, hang-ups, blind spots and frailties.

1.5 LIMITATIONS OF OB

OB is not without its critics and problems. Some of the limiting factors that impact OB
may be listed thus:

Self-Instructional Material 5
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Theoretical soundness open to doubt: OB isbuilt around research that deals with

‘ complex human béhaviour about which very little can be said with absoluteness.

Based on research we cannot formulate and come out with certain generalisations

_ thatare applicable to all people and in all situations. The problem with OB is that
/ithas no unified theory. Whatever little is known about human beings should be

tempered with what the manager has gained through observation and practice.

Behavioural flavour: OB might stretch a point too far while trying to come to -
the aid of employees as human beings. No organisation can afford to miss other
important elements of work in the name of meeting employee expectations,
concerns and demands. You have many other stakeholders demanding their
share of the cake. And you need to put all energies focused on getting results — -
results that are far superior to your rivals in your own self-interest.

Manipulative behaviour: Often managers resort to manipulating people, putting

OB concepts and guideliries to' personal advantage. In the name of trying to get
results you cannot 0bv10usly take people for a ride. There is an ethical and moral
angle to everything you do. Results, of course matter. But you cannot ride over
people - putting the knowledge, techniques and guidelines offered by OB to gain

an upper hand over everything.

1.6 DISCIPLINES coNTRqBUTl-NG TO OB

6 Self-Instriictional Material

OBis multidisciplinary innature. Itis, in fact, an appliea behavioural science that is built
on contributions from a wide variety of social science disciplines, such as psychology, -
sociology, social psychology, anthropology, political science and economics.
oL

Psychology: Psychology is a science that seeks to understand, explain and
possibly change the behaviour of humans and other animals. The areas that have
contributed and continue to add to the knowledge of OBinclude, understanding
motivation at work, leadership effectiveness, perception and work stress,
decision- -making, learning theories, personality and attitude analy51s

Socmlogy Sociology studies people in relation to their fellow human beings. The
inpufs from sociology flowing into OB include, group dynamics, work teams,
organisational culture, interpersonal and intergroup communications, power,

. conflict, organisational structure and bureaucracy.

Social psychology: While psychology deals with individual behaviour
and sociology deals with group behaviour, the social psychology examines
interpersonal behaviour (influence of people on one another). The social -
psychologists focus attention on intergroup activities and decision-making
processes, integration of individual needs with group activities, effect of change
on individuals and how people cope with ‘change’.

Anthropology: Anthropology is the study of societies, which helps us learn about

~ human beings and their activities. It studies the cultural impact of individual

behaviour. Our cultural roots, often, shape our value system and help us draw the
curtain between what is right and wrong. The cultural upbringing and the values
learnt over a period of time, help us fit in with established norms of behaviour.



Anthropology, thus, contributes a lot in understanding the impact of culture on
OB, values systems, norms, sentiments gnd group linkages.

5. Political science: Political science examines the behaviour of individuals and
groups within a political environment. Major areas of interest that are related

to organisational behaviour include political manipulation, allocation of power, |

conflict and conflict resolution, using power for personal gains.

1.7 MODELS OF OB

A model is a simplified presentation of some real-world phenomenon. The OB model,
as mentioned earlier, focuses attention on three distinct levels of analysis - individuals;
groups and organisations. It tries to look into the impact the individuals, groups
and organisations have on the behaviour of members working in an organisation. It
tries to utilise this knowledge with a view to improve organisational performance.
The model of OB is generally built around two sets of variables, namely dependent
variables (productivity, absenteeism, turnover, job satisfaction) and independent
variables (individual leve] variables, group level variables and organisation system
level variables). The basic objective of any model of OB is to make managers more
effective at describing, understanding, predicting and controlling human behaviour.

Over the years, five different models of OB have emerged, typically répresentin_g
beliefs that have significantly influenced management thought and actions, namely,
autocratic, custodial, supportive, collegial and system.

1. The Autocratic Model: The autocratic model is based on a traditional set of
assumptions about people. Managers believe that people have an inherent dislike
of work and will avoid it whenever possible. Most people, being lazy, prefer to
be directed, want to avoid responsibility and are relatively unambitious. They
must, therefore, be controlled or even threatened with punishment to get them
to work towards organisational goals. External control is appropriate for dealing
with such unreliable, irresponsible and immature people. Managers have to be
strict and authotitarian, if subordinates are to accomplish anything. Since the boss

" knows what is best for the employees and the organisation as a whole, employees
have tohsimply follow the orders. Obedience to the boss is very important, as he
has the power to hire fire and ’perspire’ the subordinates. The boss pays, in the
end, minimum wages because minimum performance is given by empl-oyees.

2. The Custodial Model: The autocratic model compels to be obedient, much against
their wishes. There is no way to express their concerns and feelings. Unable to
ventilate their grievances, they turn hostile and develop feelings of insecurity
and exploitation. To overcome such negativism, managers had to come out-with
welfare programmes (mainly fringe benefits and other economic rewards) to take
care of the physical (thereby covering the subsistence needs of employees)and
security needs of employees. They now look towards the organisation (instead
of the boss) for a fair share of the cake and are willing to extend their cooperation
passively (remember, not enthusiastically). No doubt, they are happy but since
there is no attempt to involve or empower them in organisational work, their
commitment to the job and the organisation is only minimal. Therefore, not

Organisational

Behaviour: Nature, Scope

and Importunce

NOTES
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‘surprisingly, throughout the 1940s and 1950s the researchers highlighted the fact
that "happy employees may nof be productive employees’. Slowly but steadily,
managers began to understand that mere paternalism would not make employees
feel fulfilled or metivated.

. The Supportive Model: As f:ighﬂy indicated by The Flawthorne Experiments,

understanding human behaviour in organisations is central to the success of
-any cooperative effort. People consistently describe the best workplaces as those
where people are valued and cared about, as manifest through such things as
employee participation, sensitivity to work or family concerns, good two-way
communication, and. fun. These all relate to the human side of businesses. A
healthy, supportive work climate would enablé employees to contribute to the
best of their abilities. The supportive model, therefore, advocates sympathetic,
understanding and caring leadership in place of power or money. Participation
and task involvement would help employees to satisfy their psychological needs,

* in addition to the physiological and safety needs. The manager’s role is one of

helping employees solve their problems and achieve results.

. The Collegial Model: The term ‘collegial’ relates to a body of people workmg

together cooperatively. The model is fourd to be useful while carrying out
unstructured work, somewhat intellectually challenging and requires a kind of
meetmg of minds’. In this case, the managerial orientation is towards teamwork.
The manager would rather act like a coach and motivate team members to take
charge of work independently. They are forced to exercise self-discipline, set a
reasonable pace for themselves and meet the targets enthusiastically. They are
encouraged to uphold quality standards so that they can bring laurels to their
company in the end. :

. The System Model: This is reflective of the values underlying positive

Organisational Behaviour. The model is in sync with modern management
thought that essentially believes that organisations can take advantage of the
imagination and intellect of all their employees. A sense of caring is said to be
the foundation of managerial success. The need of the hour is to find leaders
who are willing to “give people the freedom to do what they want” and fac111tate
employee accomplishments through a variety of actions.

SUMMARY

8 Self-Instructional Material -

People join organisations with a lot of expectations. Organisations, in turn, seek
superior performance, sincere and dedicated work from employees. Managers
have to balance these demands and deliver results.

Organisational behaviour is a study of "human attitudes, behaviour and -
performance. OB is a distinct field of study and it is interdisciplinary in nature. It
is enriched by inputs received from social sc1ences, such as psychology, saciology,
anthropology, economic, political science, etc
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OB models focus attention on three distinct levels of analysis - individuals,
groups and organisations. It tries to look into the Impact the individuals, groups
and orgarusahons have on people working inside an organisation.

Over thé years, five models of OB have emerged, namely autocratic, custodial,
supportive, collegial and systems. :

-

REVIEW EXERCISES

What is orgaﬁisational behaviour and why is it important?

Examine the fundamental concepts that form the basis of OB. Which concepts

do you think are more important than the others? Explain why?

Discuss the nature, scope and importahce of OB.

What is the need of OB? Can you provide some justification?

Explain briefly the features of modern OB.

What is OB? Discuss its nature. What are the contributing disciplines to OB?

Examine the trends in the models of OB as they have developed over a penod
of time- Why have the trends moved in a positive direction?

What is a contingency approach to OB?

What are the three levels of analysis in the OB model suggested in the text. Are
they related? If so, how?

Assume that a friend comments thus: “OB is selfish and manipulative, because

it serves only the interests of management.” How would you respond to this.

statement?

Do you think OB can contribute to both the effective functioning of organisations

examples..

‘OB deals with human thoughts, feelings, emotions and actions in a work
setting. Explain how an individual’s behaviour at home and in society. affects
his behaviour in organisational environment.

“Why do managers often describe people problems as their most frequent and
challenging difficulties?”

“Understanding human behaviour in organisations is central to the success of
any cooperative effort.” Critically examine the statement.

Organisational
Behaviour: Nature, Scope
and Importance

NOTES
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. Ba!eram was to celebrate h!s 60th b:r!hday ina few days As per the rules of the company the age
NOTES . of retirement of all employees was fixed at 60 years. Accordingly, a notice was served on Baleram
terminating his services for after campleting 60 years as per company records. Four days later,
Baleram produced a birth certificale certifying that his age was 57 years. The company was obllged
to Withdraw the notice served on him and to continue his employment for three more years.

Baleram worked in the processing section of the company’s mills. In his youth, he had a good physique
and a dominating personality. He was a group leader in the Communist Party and was always a
terror to his workers, and supervisory staff. His performance on the job was not bad. However,
for the tast five years, he had become sick and weak and he could not even walk straight. During
the eight-hour shift period, he used to sleep quietly in one corner to the knowtedge of everyons,
|nclud|ng the Factory Manager who.did not take action against him because he was about to retire
in a few years. Baleram also remained absent on many occasions on medical grounds. Fearing
that he would be discharged on medical grounds, he produced a fithess certificate from one of
- the panel doctors of the Employees’ State Insurance Scheme so that the management would be _
’ legally bound to employ him, The management wondered how a fitness certificate was issued to a
' person —wha could not even stand erect for half an hour — by a doctor approved by the Employees
State Insurance Scheme.

Baleram himsglf orally admitted before lhe management that he could not work at all. He had

offered to resign if (1) the management gave him 25 months’ salary as compénsation in addition to

what was entitled to under the retirement rules (he was then eaming 2 4,500 per month; ar (2) the

management appoints his son in place of him. Baleram's son was equally active in party affairs and

was believed to be the leader of a group of gangsters. Considering the other alternative of paying

him 25 month's wages, the management wondered whether such a course of action, apart fram its

financial implications, would set a good precedent. Management also knew that such a situation never.
arose before in the history of the company. They also considered why disciplinary action shouid not

be taken against a person who could not stand even for a few minutes. While considering all these

alternatives, management was well aware of the Union's strength and the desirability of avoiding

any situation that might disturb union-management’s relations. However, management was certain |
that some action should be taken in the matter. ' '

Question .
Discuss the Pros and Cons of each of the following alternative courses of action:
. (&), Take no action. Continue Baleram in employment till-he retires. i

(b) Appoint Baleram's san-in his place. ) -
(c) Pay him 25 months’ salary as compensation and get rid of him.

(d) Take disciplinary action on Baleram for his inefficiency and irregularity and Hiseharge him.
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2. PERCEPTION I

-

~ STRUCTURE .

©21  Introduction

2.2 The Perceptual Process

2.3 Peréeptual Organisation

2.4 Perceptual Interpretation

25 How to Develop Perceptual Skills?

2.6 Perception and Individual Decision-making
Summary
Review Exercises

2.1 INTRODUCTION

Perception is the process by which people select, organise, interpret and respond to
information from the world around them. It may be described as a person’s view of
reality. Perception has three important elements.

o  Firstly, the perceiver who tries to interpret some observation that he or she has.
just made.

*  Secondly, the target of perception, that is what the perceiver is trying to make
sense of. The target can a person, a group of people, an event, a situation or
anything that attracts the attention of the perceiver.

e . Finally, the situation—that is the context in which the perception takes place.

2.1.1 Perception: Features Co -

Perception, simply stated, is the process by which individuals organise and interpret
their sensory impressions in order to give meaning to their environment. Research
states that many individuals may look at the same thing, yet perceive it differently.
The important features of ‘perception” may be listed thus:

s Sensory experience: Perception is our sensory experience of the world around
us and involves both the recognition of environmental stimuli and actions in
response to these stimuli.

Self-l;r.m‘l.rcrional Material 11
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*  Subjective: Perception is a subjective
- process, because different .people may - - \ /
look at the same event from different - ‘ /\ N
angles and interpret the same in
multifarious ways. The world is not the
same for different people. Often, people

tend to behave on the basis-of what they '

perceive reality to be and not necessarily - v

as what reality is. (A quick look at the . ) : / \

Fig. 2.1 reveals that the first line is shorter

than the second line. If you actually - Fig. 2.1 Are these Two Lines of
measure them they are équal in length!): "~ the Same Size?

*  Filter: Perception is a way of forming impressions about oneself, other peaple
- and daily life experiences. It serves like a filter through which information passes
before it has an effect on people. The quality or accuracy of alperson’s perceptions, -
therefore, has a major impact on his or her responses to a given situation.

. Umque interpretation: Perceptionisa umque interpretation of the situation, not
an exact recording of it. Itis, in fact, a very complex cognitive process that yields
a unique picture of the world, a picture that may be qulte different from reality.
(Luthans) :

-# . Seeing things differently: Seeing things differently is an inevitable outcorrie of

perception. Because of individual differences in what people perceive and how
they organise and interpret it, perceptions vary among people and defer from
objective reality. Our experiences, expectations and interests influence what we
see, and what we see may actually differ from the truth. As rightly pointed out by
Plato, we see reality only as shadows reflected on the rough wall ofa cave (that is
reality being filtered through an imperfect perceptual‘process)

«° Basis of human behaviour: There can be no behaviour without perception and
perception hes at the base of every individual behaviour. -

2.2 THE PERCEPTUAL PROCESS

Perception is the process of interpreting and understanding one’s environment. It is a

complex psychological process, but it can be boiled down to the following steps:

2.2.1 Observation and Selection

Every second of evervday; individuals are bombarded by countless stimuli through
the human senses of sight, hearing, touch, smell and taste. We attend to only a small
portion of these stimuli. Since we are not in a position to digest all that we observe,
we engage in selectivity. We collect bits and pieces of information from environment ~ -

| depending on our interests, background, experiences, etc. Also, we tend to see only

what we want to see. Out of a hundred children playmg in a park, "X’ often would
look at what his own kids are doing. Thus, people perceive what is most important for
them in a particular situation. While in a bus, forexample, an employee who is already -
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late for his office is quite likely to look at his watch time again and again rather than
two lovers sitting in front of him ‘relevancy’ is one important criterion for selective
perception. People perceive things that are pleasing to them, ignore what is mildly
disturbing, and pay close attention to what are considered as threat to them. An event
or object looks meaningful only when it is closely related to the perceiver. We may
read the news that war is broken between Iran and Iraq but hardly pay any attention
to it. We, however, pay attention when our friend is at the war site on a peace mission,
The more clearly an event is related to-us, the greater will be its effect on perceptior.
Perceptual Selection, thus, is the tendency to filter out information Hat is discomforting, that
seems irrelevant, or that contradicts one’s beliefs. Perceptual selection depends on several
factors, some of which are in the environment and some of which are internal to the
perceiver. ’

External Factors Influencing Perception

Perception is influenced by the characteristics of the perceived object, event or person.
These include: ‘

»  Size: The larger the object, the more likely it
" is to be noticed. Big televisions, refrigerators
ina shopping mall standout very clearly and .
attract our immediate attenton (because
of their size relative to other things in that -
area). In advertising, a full page spread
attracts more attention than a few lines in
some corner of the newspaper. People often
pay more attention te an exceptionally tall or
unusually short person than to a person of an
average size.

-»  Intensity: The intensity principle of attention states that the more intense the
external stimulus, the more likely it is to be perceived. A loud noise, strong odour,
or bright light will be noticed moré than a soft sound, weak odour or dim light.
For example, at a cocktail party, the more boisterous and outgoing people have a
greater probability of being heard. You may think a loud person is prohibitive or
you may enjoy his or her antics, depending on vour feelings towards the person.

In either case, the probability is high that owing to the intensity of the person’s '

action, you will pay more attention to him or her. Bright packaging, loud price
off announcements and celebrity endorsements — are oftén used by advertisers to
gain consumer’s attention.

o  Contrast: Stimuli which contrast with the surrounding environment are more
likely to be selected for attention than stimuli which blend with the environment.
Figure 2.2 illustrates this perceptual principle. The white circle on the left appears
much larger than the one on the right because of the contrast with the background
citcles. Both white circles are exactly the same size. '

Self- Instructional Material
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- Several characteristics of the perceiver also
can influence the selection of senspry data. -
Some of the more important internal factors’
include:

e 0
o2e OO
‘et 8g®

Fig. 2.2 The Contrast Principle. Which White Circle is Larger?

Again, the “no smoking” sign written in black against a yellow background is likely
to be noticed more quickly because of the contrast factor. Women brokers in a stock
exchange 'making presentations to their clients are likely to be remembered (not merely '
the face but also the name) for a while, than their male counterparts. .

Repetition: A repeated external stimulus attracts more attention than a single one.
People are attracted to a stimulus'that is repetitive in nature. If we listen to a CD
that skips, continuing to play the same message over and over again, we are very
quickly attracted to the sound; we want to correct it before it drives us nuts! The
principle of repetition is used extensively in advertising to attract the attention
of buyers. For example, Nike uses ‘swoosh’ symbol consistently throughout the
globe on all its products so that the prospective buyers are bombarded with the
same message wherever they go. " -

Motion: A moving stimulus is more likely to be noticed than a stationary object.
An animated sign, for example, attracts more attention than a fixed billboard.,

Novelty and familiarity: A stimulus that is new and unique will often be
perceived more readily than stimuli that have been observed on a regular basis. .
Thus, new objects in a familiar setting or familiar objects in a new setting will
draw the attention of the perceiver. An elephant walking along a city street is
noticed almost instantaneously. A mother is likely to notice the face of her child
first among a group of approaching school children.- '

Iuternal Factors Influencing Perception

Petsonality: TPeople . are  most
attentive to stimuli that reinforces
their personality. Those who accept
themselves and have faith in their : = -
individuality perceive things favourably. Likewise a person with a positive self-

. concept is likely to notice positive attributes in another person.

. Personal moods: Our emotions often filter out large blocks of information that

threaten our mental state. When you feel depressed or insecure; the world is a
very different place than it is when you are confident. We generally remember
information that is in line with our mood than information that is not in sync -
with our state of mind. ‘



r

e  Experience: Successful experiences enhance and boost the perceptive abilities |

and lead to accuracy in perception of a person whereas failure comes in the way
of self-confidence. - - - ~

»  Values and beliefs: We tend to remember information that is consistent with
our values and attitudes and ignore information that is inconsistent with them.
_“Employees only do enough work to get by”; “In spite of all their mistakes, our
employees-are doing the best they can” - beliefs such as these can shape the way
' & manager interprets an employee’s action.
e  Expectations: Expectations can influence your perceptions in that you will
* see what you expect to see. If you imagine your boss is unhappy with your
performance, you are likely to feel threatened by the termination notice. However,’
if you imagine that your work is exceptionally good, you will probably spend
your weekend in a happy manner. o
o  Learning: Learning refers to any relatively perpanent change’in behaviour that occurs
as a result of experience. Learning usually plays big role in developing perceptual
mindset. A perceptual mindset is an expectation of a particular interpretation based on
past experience with the same or similar object. For example, read the phrase in the
triangle below in a routine way (Fig. 2.3)- '

Turn

off The

The Engine

Fig. 2.3 Impact of Learning in the Development of Perceptual Mindset

Because of the familiarity with the phrase,
we tend toread, ‘turn off the engine’. After
a few seconds, you tend to notice the fact
that the word ‘the’ appears in the triangle
twice. Many illustrations could be used
to demonstrate the impact of learning in
the development of perceptual mindset.

What do you see in the following picture? ] :
(Fig. 2.4) h C , Fig. 2.4 Ambiguous Picture of a Woman

A young woman or an old woman? (Psychologists reported that when shown first, 60°
per cent saw a young woman and 40 per cent saw an old woman). Which woman is
seen depends on how the person is set to perceive. Now take a look at the following
two clear pictures (Fig. 2.5). . ' )

Perception

NOTES
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 Organisational Behavioir ' When first shown a clear, unambiguous
' : picture of a young woman (Fig. 2.4)

and then shown Fig. 2.5, the person will

K almost always report seeing the young

NOTES woman in Fig. 2.6, If the clear picture of

the old woman is seen first (Fig. 2.5), the |
viewer will subsequently report seeing - N
the old woman in Fig. 2.4 because of Old woman ) Youngwoman
learning that has taken place because of

previous exposure. Perceptual mindset Fig. 2.5 Clear Pictures of the Old

. C . . and the Young Women
has many implications for organisational )
behaviour. One classic study found that when executives were asked to determine the
key problem-in a complex business case, they identified the problem as falling within
their particular functional area of work - they evidently filtered out information about
other areas. That is, human resource managers said the particular problem was a people
issue, marketing executives said it was a sales issue, and production people said it was
amanufacturing issue. It is not important for us to find out who is right or wrong in this
case, rather, the relevant point is that all the involved persornel perceived the same
situation in completely different ways. Likewise, in labour management disputes also,
management may often confront the wage related disputes by saying that workers
are already overpaid, whereas workers feel that they get considerably less than their
counterparts in competing organisations. -

1. Motivation: Motivation also plays a significant role in influencing the process
-of perception. A hungry person would react quickly to the sight or scent of food
than a non-hungry person. Any mention of sex, especially in a traditional society
~ like ours, is likely to grab headlines. An outgoing employee with strong affiliation
motives would always seek situations where he can join a group and enjoy the
fun. Likewise, power-hungry people would look for opportunities where they
can show their dominance and exercise their will over others. For examnple, if
youhad just been in a serious automobile accident, you would likely perceive the
white-jacketed paramedic rushing to yout help as a fine person. Yet if you were
not motivated by a need for medical help and you saw this same individual in
a‘restaurant or shop, your perception might be entirely different. “That person
looks like a vagabond to me”. Same person - different perceptions. In short, our
perceptions are guided by our needs, interests and motives. Generally speaking,
people perceive things that promise to help satisfy their needs and that they have
found rewarding in the past. '

Perceptual selectivity has important implications for managers. It compels
managers to understand and appreciate why one person sees things differently
. from others, and why one should not speed read situations and come to
conclusions quickly based on oversimplified assumptions. In the end, both
managers and employees have to realise that perceptual differences are bound to
come in the way of effective group efforts and learn to deal with such diversity
through open communication.
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2.3 PERCEPTUAL ORGANISATION -

Once people have selected the sensory data to

be perceived, they begin grouping the data into

recognisable patterns. Perceptual organisation is the-
process by which people categorise stimuli according to

their frame of reference, based on their past learning and

experiences. While organising the incoming information

into a meaningful whole, people generally depend on

the following principles: -

NOTES

2.3.1 Figure Ground Principle

In the perceptual field, certain factors are considered significant and give a meaning
to the person, and certain others which are rather unimportant for a person or cannot
be studied are left as insignificant. The meaningful and significant portion is calted
the ‘figure’ and- the insignificant or meaningless portion is labelled as ‘ground’. For
instance, the printed words on this page are the ‘figure’ and the white space is the
~ ‘ground’. The information we classify as figure is assigned more importance than that
which we view simply as background. The emplovee’s psychological storage and
subsequent interpretation of information will be affected by whether he classified the
information as figure or ground. Figures 2.6 (a) and (b) present a classic example of
figure-ground differentiation. '

JE R |

(a) (b)
Fig. 2.6 lllustration of Figure Ground Principle

At the first glance of Fig. 2.6 (a), you may perceive a jumble of black, irregular
shapes against a white background. But when white letters are seen against a black
background you get the words “FLY", that jumps out with clarity; (b) This is the
famous cup-faces illustration. If you concentrate on black portion, you notice white
cup. On the other hand, if you concentrate on white portion, you get two faces facing
each other. What becomes ground or what becomes figure is largely influenced by our
needs and expectations. For instance, when we enter a dark movie theatre, we do not
immediately consider what is going on the screen; rather we focus on the seat. Once
we find a seat, the seat becomes ground and movie switches from ground to figure.
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“leg against a non-white background or do |

When there is no figure-ground pattern to
organise information, we have to live with
lot of ambiguity. For example, in Fig. 2.7, do
we see a white wine glass or a white table

we visualise two persons facing each other
against a white background?

: . Fig. 2.7 Is the Figure a White
2.3.2 Perceptual Grouping - . Vase (or goblet, or bird-bath}?

People or things can be groupéd on the basis of similarity or proximity. The greater the
similarity in the events, the greater is the probability that we tend to percejve them as
a group. Further, objects that have close proximity are also grouped under one head,

- howsoever, they are unrelated. For instance, if in a department two people suddenly

resign, then people tend to perceive that their departures were closely related; whereas
in reality it might not be so. One mlght have got a foreign assignment; other might be
starting his own business. . .

(2) Closure: People when faced with, _ Ve
incomplete information have o .
a tendency to fill in the gaps =7 |
themselves. When presented B k ' )
with a set of stimuli that are o }

incomplete, people fill in the '

missing parts and make it more L A /
‘meaningful. The tendency to .
organise perceptual stimuli so
that they form a complete message

_is known as “closure’. In the drawing below, we rrf'entally close the gaps and
perceive a picture of a duck. This tendency allows us to percetve whole objects
_ from incomplete and imperfect forms. In organisations, managers usually do
not have complete information on the basis of which to judge the employees
Managers in such cases fill the missing lines and make decisions.

Fig. 2.8 The Principle of Closure: lllustration

‘(b) Simplification: Whenever people are overloaded with.information, they try to

~ simplify it to make it more meaningful and understandable. Simplification occurs

when the perceiver subtracts less salient information and concentrates on the
unportant one.

{c) Contmuxty. This is the tendency to perceive -
sensory data in continuous patterns if they. are
not actually continuous. The principle of closure
supplies missing stimuli, whereas the principle
of continuity says that a person will tend to
perceive continuous lines or patterns. In the
following example, for instance, we are more

~  likely toidentify lines a-b and c-d crossing than
to identify a-d and c-b or a-cand d-b as lines. This principle is that contours based

Fig. 2.9 Principle o\f Continuity
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on smooth continuity are preferred to abrupt changes of direction. Because people
tend to organise messages in a way that makes sense to them, managers must be
extremely careftil in how they communicate messages that may be unexpected
or difficult to understand. :

Proximity: This is the tendency to
perceive sensory data as related
because of close physical location. We
are more likely to associate the lines in
the following Fig. 2.10, which are close

together than those which are further

_ apart. In this example, we tend to see

Fig. 2.10 An lllustration of the’

three pairs of lines which are fairly - o o
Principle of Proximity

close together (and a lonely line on the
far right) rather than three pairs of lines which are further apart (and a lonely
line on the far left). As a result of the principle of proximity, managers usually
blame the entire group in case of production failure in a particular plant, instead
of actually picking up those inefficient workers who are regularly irregular.

Similarity: The principle of similarity states that the greater the similarity of
the stimuli, the greater the tendency to perceive them as a common group. Ina
large shopping mall, for example, all employees who wear a blue dress may be
perceived as a group of sales persons, when in reality, each worker is a unique
individual. Another example could be our general preference to put minorities

Perception

NOTES

and women employees as a single group

-

2.4 PE_RCEPTUALNTERPRE';I'ATION

This is the third step in perception. Once we select and
organise perceptions, we draw further conclusions about
their. meaning through interpretation. The perceived
world would lock meaningless without interpretation.
For example, as a manager you might be complimented

by a friendly subordinate profusely almost.on a -

daily basis. You may try to dismiss this as a genuine
appreciative move from an admiring subordinate,
whereas othersmightinterpret thebehaviourasinsincere
flattery. Interpretation is-a subjective, judgemental
process and is, usually, influenced by several factors in
an organisation.

2.4.1 Reasons for Perceptual Distortions

Errors_in perceptual judgement are called perceptual distortions. As pointed out
earlier, we cannot assimilate all that we observe and hence, we try to speed-read
others, based on our interests, background, experience and attitudes. Such pieces
of selective perception often put us in a spot because we only see what we want to

Self-Instructional Material
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see. Apart from selective perception, there are-other reasons which force us to draw
unwarranted conclusions from foggy situations (you can also name these as barriers
to perceptual accuracy!) ' :

Stereotyping

L Halo effect
' Projection

. Expectancy Effects

Primacy Effect: First Impressions .

Recency Effect

Perceplual Defense .

Aftributions

Fig. 2.11 Barriers to Perceptual Accuracj

| Stereotyping

Judging people on the basis of the characteristics of the group of which they belong,
is called stereotyping. Stereotyping greatly influences perception in organisations.
Stereotypes are a kind of schema that often has problematic consequences in terms
of justice. In the past, women were seen as tco flighty and flaky to be entrusted. with
voting, so they were notallowed to vote. Blacks are often seenasdumb, violent and lazy.
Men are often seen as aggressive, competitive and sexual predators. The consequences -
of these stereotypes, besides. the obvious, are that stories about individuals are often
judged as true simply because they fit preconceptions about the class. For example,
it is easy for people to believe that a crime was caused by a black man. Similarly,
accusations of sexual harassment tend to stick even without evidence because people
believe that “men are like that”. In organisations, we often hear comments that reflect
stereotypes based on gender, age, nationality and even weight. Females can’t be good
salesmen; older workers can’t learn new skills, Japanese are industrious (Americans
are materialistic), over-weight people lack discipline, etc. As Robbins commented,
“from a perceptual stand point, if people expect to see these stereotypes, that is what
they will perceive, whether it is accurate or not.” . '

Halo Effect

*  Itis the process of using a single personality attribute while evaluating a person.
' In other words, a halo blinds the perceiver to other atiributes that also should
“be taken into account In order to have a complete, accurate picture of the other
person. A stunningly beautiful girl, who has applied for a typist’sjob, for example,
may be viewed by a male interviewer as intelligent and highly skilled. In reality,
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she might be quite dull and poorly skilled in typing. As if to prove a point that Perception
life is unfair, it'has been generally found that attractive people generally are

treated better than unattractive people. Teachers have higher expectations of

them in terms of academic achievement. Potential ‘employers are more apt to

view them favourably. Attractive employees are genérally paid higher salaries |- NOTES
than unattractive ones are. In general, however, if a manager fails to look at all an
individual’s traits, he or she has no right to complain if that employee does not
meet expectations. ‘

Projection - ’ : o
Projection is the tendency for people to see their own
traits in other people. That is, they project their own
needs, feelings, values and attitudes into their judgement
of others. For instance, if you like jobs with stretch, pull
and challenge, you tend to assume that others want the
same. If you are sincere, honest and dedicated, you take
it for granted that other people are equally honest and
committed to their jobs. Dishonest people, again, tend to
see dishonesty in others. Attributing one’s own attributes
to others could often distort perceptions made about others and put people on the
wrong side of the fence. People who suffer from this tendency tend to perceive others
according to what they themselves are like rather than according to what the person
being observed is really like. The best guards against errors based on projection are
self-awareness and empathy. Empathy means being able to put yourself in someone
else’s shoes, to recognise what others are feeling without them needing to tell you.

" Expectancy Effects

We constantly make mental guesses about how people,
events, or things will be. Sometimes, we are right; other times
we are wrong. Occasionally, we are deliberately misled. Such
expectations, often, create a mindset in us that causes us to
anticipate future behaviours or events. A new manager, for
example, is being introduced to employees as very energetic,
very demanding and strict. As one can understand, the
people who are going to-be managed by this person would
immediately feel the heat. The perceptual expectancy in this
case is that they are going to have a tough time with the new
boss! Expectancy effects, thus, are the extent to which prior
expectations bias perceptions of events, objects and people.
An important aspect of expectancy effects is the self-fulfilling
prophecy.

Self-fulfilling prophecy (also called the Pygmalion effect)
occurs when our expectations about another person causes that person to actina way
that is consistent with those expectations. As a-manager, for example, if you expect
your employees to perform badly, they probably will and when you expect them to
perform well, they probably will.
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| Attribution refers to the way people try to understand
| the behaviour of others (depending on what meaning

Primacy Effect: First Impresswns

According to Anderson (1981}, our judgements of other people are we1ghted averages
of the information we have about them. In other words, while assessing other people,
we tend to take éverything we know about them, giving some information a greater
weight, and then produce anaverage of the information'we have. Negative information

| will generally be given more weight than positive information.

.| The common adage that first impressions count is known technically as the primacy
.effect. Weighted averaging would explain this effect by saying that the information

we get first is weighted more heavily because it is assumed to be more important,
Also because it is not easy to remember every detail about a person initially, we tend
to categorise people fairly quickly. For example, an ugly looking -employee may be

| perceived tobe unproductive by the manager, where in reality he may bea very sincere -

and hard-working person. If someone fails to maintain eye contact and speaks rather
softly, we speed-réad the person and conclude that the person lacks self-confidence.

1 Unfortunately, such unfavourable impressions are difficult to change, because we

tend. to attribute the negative features to the person, whereas positive features are
Often attributed to'the situation. Generally, the first impression lasts longer unless it is
greatly contradicted by information received later.

Recency Effect

| Ttis generally accepted (and perhaps paradoxically) that if there js a time lag between

the first piece of information and the next, then the last piece of information will carry
more weight. This is known as the recency y effect. The recency effect is found to be
stronger than the primacy effect when there is a long gap between the time when the

| first impression. is formed and thee person is evaluated.' Not surprisingly, therefore,

many employees bring their best work to the manager’s ‘desk just before the starting
of the performance appralsaI process. -

Perceptual qu_éme

Perceptual defense is the tendency of people to protect themselves against ideas,
objects, situations or people that are threatening. Generally, people perceive things
that are satisfying and pleasant but tend to discount things that are disturbing and
unpleasant. They conveniently develop blind spots in the perceptual process itself
so that negative sensory data do not hurt them. Sometimes, such perceptual errors

-can result in manager’s inability to creatively solve ‘problems before they turn into -

emergencies. As a result, the individual simply proceeds as in the past even in the face
of evidence that business as usual is not accomplishing anything worthwhile.

Antribution Theory: Wiy People Bebave as They Do?
This is a theory about how people explain things.

we attribute to a given behaviour). When we begin to
explain why things have happened 'in a certain way, .
we may submit, “the devil made me do it” (external .
attribution. Attributing the outcome to an - outside
agent or force) or wé‘may admit “I am guilty, grant
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me forgiveness” (internal attribution, claiming responsibility for the event). A Perception
manager for example, might believe Raja’s performance is poor because he is lazy. o
_ Alternatively, he may also believe that Raja’s performance is poor becauise his machine
is old. According to Attribution Theory, (Kelly), three factors influence this internal or.
external determination. ' L . - NOTES

1. Distinctiveness considers how consistent a person’s behaviour is across different
situations. If Raja’s perforrnance is low, regardless of the machine on which he
is working, we tend to view poor performance being caused by internal factors

- (lazy, inefficient, disinterested, etc).

2. Consensus examines how likely all those facing a similar situation are to
respond in the same way. If all employees using machinery like Raja’s have poor
“performance, we tend to give his performance an external attribution. If others
do well, we attribute internal causation to Raja’s performance. .

3. Consistency considers whether an individual resinon_ds the same way across time.
If Raja has a batch of low-performance figures, we tend to view the performance
as internally caused. On the other hand, if Raja’s low performance is an isolated
incident, we attribute the same to an external cause.:

It has been suggested that people attribute behaviour to personal factors when ‘they
perceive low consensus, high consistency and low distinctiveness. ‘They attribute
behaviour to external factors when they perceive high consensus, low consistency and
high distinctiveness. ) .

Attribution Errors

However, in actual practice, certain factors tend to distort attributions based on the
above criteria. Research evidence suggests that when we made judgements about
the behaviour of other people, we tend to underestimate the influence of external
factors and oveérestimate the influence of internal or personal factors. This is called the
fundamental attribution error (the tendency to attribute the behaviour of other people
more to internal than to external factors) this partly explains why a sales manager is
prone to attribute the poor performance of his salesman to laziness rather than the
new product line introduced by a competitor. '

Again individuals tend to attribute their own success to internal factors like ability or
effort but put the blame for failure on external factors like luck (called ‘self-serving
bias’ means-people give themselves too much credit for what they do well and give
' external forces too much blame when they fail). For exémple, a student blaming the |
teacher or the college for his poor grades and taking credit for showing excellence '
in examinations. In the organisational context, if your manager says you don't
communicate well enough, and you think your manager does not listen well enough,
the truth may actually lie somewhere in between. :

The interesting question here is, whether it is possible to make common men d
uncommon things by simply encouraging them to realise their untapped, unrecognised
potential ~ that is, by looking at what they have more closely than what they lack or do
not find normally in the environment. - . ' :

Attributions can be managed by recognising a typical overemphasis on internal
causes of behaviour and an underemphasis on external causes. An overemphasis
on internal factors tends to lead to assignment of. failure. to employees with
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Organisational Behaviour aécompanying diséiplinary measures, negative performance appraisals and the like.
' An underemphasis on external factors tends to lead to lack of workplace support.
‘For example, a manager who feels that subordinates are not meeting the targets and
attributes the reason to an internal lack of effort is likely to respond with attempts to
motivate the subordinates to work harder. In the process, the possibility of changing
environmental factors eliminating job constraints and ensuring better organisational
support might be discounted thoroughly. Such an oversight miight come in the way of
achieving major productivity gains. . :

NOTES

2.5 HOW TO DEVELOP PERCEPTUAL SKiLLS?

Though there are no set formulas to develop the perceptual abilities some gﬁidelines
can definitely help promote the skills of the perceiver.

e Avoid ‘perceptual distortion:  Some
managers have a tendency to form opinions
about employees without reading them
properly. If the opinions are biased, they lead
to perceptual distortion. Further, managers
can be misled by people who deliberately
mislead other employees. When such a
possibility of. perceptual distortion exisfs,
managers should be careful in evaluating
their perceptual judgements.

*  Make accurate self-perception: Peoplé are
not without some limitations. Therefore, cne
very important thing a person should do is that he should understand himself.
The more accurately he understands himself, the more accurate his perceptual
skills would be. But some people are unaware of the skills they possess. These .

, skills remain unexploited, hidden and unproductive as long as the people are
unaware of these skills. This happens due to inaccurate self-perception. Maslow
contends that self-actualising individuals have more accurate perceptions about
themselves than those who are not self-actualising. Positive attitude towards
ourselves and ‘self-fulfilling prophecy’ are likely to further self-improvement
and understanding of the self and proper introspection. :

*  Putyourself in another person’s place: To understand other people properly we-
must live in their shoes. But people seldom follow this because it is very difficult
to be empathetic. By changing the ffame of reference and assuming others’
position, managers can impfove‘thpir interpersonal skills.

*  Create a good impression about yo'urselfé In social settings how one appears
is very important. We must show ourselves in a positive light creating and
presenting an honest image of ourselves in order to improve social status and
earn respect. It is an essential requirement for socialisation.
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2.6 PERCEPTION AND INDIVIDUAL DECISION-MAKING

Decision-making is an important part of management
process. It covers every part of an enterprise. In fact, whatever
a manager does, he does through decision-making only. For- -
example, a manager has to decide (i) what are the long-term
objectives of the organisation; how to achieve these objectives;
what strategies, policies, procedures tobe adopted (planning);
(i) how the jobs should be structured, what type of structure,
how to match jobs with individuals (organising); (if/} howto
motivate people to peak performance, which leadership style
should be used, how to integrate effort and resolve conflicts
(leading); (iv) what activities should be controlled, how to
control them, (controlling). Thus, decision-making is a central, important part of the
process of managing. Managers are essentially decision makers only. Ahnost everything
managers do involves decision-making. How individuals arrive at decisions and the quality of
Hheir final choices are greatly impacted by their perceptions. Managers scout for problems,
make decisions for solving them and monitor the consequences to see whether
additional- decisions are required. Good decision-making is a vital element of good
management because decisions determine how the organisation solves its problems,
allocates its resources and accomplishes its goals. However, decision-making is not
easy. It must be done amid ever changing factors, unclear information and conflicting
points of view. -

SUMMARY

. Pracﬁcalljr speaking, we often fail to see reality in this world. We interpret what |

we see. We interpret what we see and call it reality. Perceptions, thus, influence
behavioural responses greatly.

e  Derception is nothing but a person’s view of reality. To get a clear picture of what

he visualises, a person first selects what he wants to see organises the obtained |

information and interprets the same in his own unique way. In this process, he
may move closer to reality or go off the track completely due to certain perceptual
errors. .

e To emerge victorious in interpersonal relations, one has to improve one’s own
perceptual skill through empathy proper understanding of the situation, efc.

REVIEW QUESTIONS

1. What do you mean by perception? Briefly explain the perceptual process in
organisations.

2. Elaborately analyse the perceptual mechanism.
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Organisational Behaviour 3. How can two people see the same thing and interpret it diffex;gntly? Can you list
v some reasons why they do so? -

4. Briefly explain how managers develop their own percephial skills.

. NOTES 5.+ ‘People’s responses are always based on their perceptions’. Critically examine
: this statemeént. ) . )
6. What are the factors on which perception is based? .
7. Give some examples of the external factors that affect perceptual selectivity.
8. Explain-how perceptual constaﬁcy works.
9. What does stereotyping mean? Why.is it considered to be a perceptual problem?

10. What do you mean by halo effect? Summarise the current thinking on halo error.

11. What do you mean by impression management? What are the major strategies
employees can use in impression management?

12. List three programmed and three non-programmed decisioris that the'manager
of a night club-would probably have to make. . ‘ S

13.  Provide examples of impression managemeht based on your personal experiences.
In your opinion, why do people try to manage impressions?
14. Provide two examples of the Pygmalion effect.

15, Describe how a manager or coach could use the process of self-fulfilling prophecy
to enhance an individual’s performance. :

16. Think of someone you know‘personally who is an effective decision-maker. What
" key characteristics would you use to describe this person?

LASESTODY

Bombay Printers is a large printing firm located in Bombay. It has specialised in printing calendars
and greeting cards. Right from inception, this concentration brought rich dividends and over the
years sales have increased cansiderably, much to the envy of competitors, Slowly but steadily, it |
has captured a major share of the'market. Since Bombay Printers is a family held company, exact
figures are not readily available. Despite this statistical deficiency, competitors knew very well
that Ramakant Patil and his children who own the company. are extremely wealthy. The fact that
the Patil Foundation grants several lakhs of rupees every year lo Charitable Institutions speaks
volumes. Over the years the company has been investing its surplus funds in real estate and
equity capital in a calculated manner. Supported by a vast reservoir of funds, it is small wander, the

Bombay .Pri;nté-rsv .

company has achieved a stupendous growth rate leaving everyone behind in the race.

Currently, Bombay Printers is the dominant employer in the printing industry. Though there

is no union, employees are well-paid. The demand for calendars and greetings has increased
considerably, in the recent past, and most of the employees receive a fat overfime allowance. In
'] an interview, given to a local magazine, Ramakant Patil proudly declared, “Woarkers in Bombay
Printers are highly rnoti.vated.-‘They're currently the highest-paid employees in the country. The
future is rosy. Within a few days we are going to introduce a new productivity incentive plan under
which employees are likely to get annual bonus based on a novel productivity formufa devised by
our Accounting staff. We ajways want our employees to grow along with us.” ’ )
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To his surprise and dismay, Ramakant Patil recewed a nasty letter, cantaining a long list of
demands, from a group of anonymous employees — afier the publication of the interview in the
magazine. Among their complaints were the following:

“We're sick of all this overtime. You and. other officérs in the company may like workmg day and
night. We prefer the campany of our famifies.and friends to machines and tools during holidays."

"The new bonus plan is a hoax. None of us can understand how it operates. As usual, it will be

| those people who lick the boots of management that'll benefit. Stop playing these dirty tricks. We

hate working harder for something we don't have any charice of getting.”

“You are-talking as if we're one big happy family, and yet trying to throw us all on the roads at the
same time. Stop maniputating us. We know pretty well that the company has bought land in Deihs
and you're going to sétile there only throwing us all out of work. Why should we care for a company
that is abandoning us on streets?”

Questions
-
1. From the standpoint of employee perceptions, what is going on here?
2. How can the company avoid these negatwe reactions?
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3. ATTITUDES

3.1 Attitudes

3.2 Sources of Attitudes _

3.3 Attitudes and Behaviour: Cognitive Dissonance Theory
34 Measurement 'of Attitude T

|| 35  Key Work Related Attitudes: Job Satisfaction

3.6 Organisational Commitment

Swmimary : )
Revicw Exercises : :

3.1 ATTITUDES

| An individual’s behaviour is also a function of attitudes. An attitude is a learned

predisposition, an evaluative statement — either favourable or unfavourable - toward
a given object, a person or an event. The statement ‘I like my Job’ reflects my attitude
towards work. Attitudes are different from values. Values are the ideals that represent
our beliefs about ideal conduct. They contain a judgemental element for they carry
an individual’s idea about what is right, good or desirable. Attitudes'are narrower as
théy represent our feelings, thoughts and behavioural tendencies towards a specific
object or situation. Over a period of time, our attitudes, unless we strongly believe in
them, also undergo a change. For example, young Japanese graduates entering the
workforce desire to stay with their firm for a lifetime-and may even say that they are
willing to work hard to get ahead. After only a few years on the job, however, these
attltudes change and many, irt fact, were observed to be leaving their firm. Attitudes
aTe important since in virtually all aspects of our social lives, we continually seek to
discover other people’s attitudes, tell others of our views, and try to change another
person’s opinion. Attitudes have a past, present and future; they evolve from past
experience, they guide our current behaviour, and can direct our development in the
future. (G. Hofstede, A.P. Brief, M. Fishbein and I. Ajzen)

3.1.1 Components of an Attitude

A person’s attitude COITlpI‘lSEb of three vital components: cognitive, affective and
behavioural.
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(1) Cognitive component: “'I belicve” information and belicfs about a particular person Attitudes
or object” Beliefs are accepted facts or truths about a person or an object. The
beliefs are generally based on a variety of learning experiences, rumours,
misunderstanding, or any other information. You may believe that the boss is
intelligent or stupid; ethical or unethical; good or ba'd; autocrat or democrat. The NOTES
cognitive component is sometimes referred to as ‘opinion’.

(2) Affective component: “Ifeel” It basically consists of the feelings, sentiments, moods
and emotions a person has toward an individual, event, object or situation. This
component is concerned with the evaluation and emotion and often expressed as
like or dislike, good or bad, pleasing or displeasing, favourable or unfavourable.
The expression of warmth, love, hate, and other emotional expressions also belong
to the affective component. It is this affective feature that is most commonly
associated with the idea of attitude. For example, “I hate putting on a suit for
work”, “ I really like working from home”, etc.

(3) The behavioural component: "1 intend” This is concerned with the way one
intends to behave toward someone or something. Both the affective and cognitive
components (feelings and beliefs) influence the way a person intends to behave
toward an object. For instance, if a person has a negative feeling or belief toward
an object (say junk food) he will be likely to behave negatively toward the
object. “I'm going to turn a new leaf at New Year and stop eating junk food”.
In other words, the behavioural component of attitude consists of the tendency
to act or reach toward an object in certain specified ways. Unable to lodge my
complaint with a customer service executive of an electronics company, I may
shout, “I'll never call them again. I'm not going to buy anything from this |
company in future. I'll not recommend this company’s products to anyone”.

3.1.2 Functions Served by Attitudes .

Attitudes serve a number of functions. According to Katz, attitudes serve four

- important functions (D. Katz): ’

»  Adjustment function: People strive to maximise the rewards and minimise the
penalties in their external environment. Attitudes are the means for reaching
desired goals or for avoiding undesirable results. Attitudes are the expressions
of sentiments based on experiences in attaining the motive satisfaction.

o Theego-defensive function: People normally expend a great deal of their energies

" in the process of learning to live with themselves. Many of our attitudes serve |
the function of defending our self-image. For instance, when people cannot
admit their inferiority feelings, they project their feelings over some convenient
minority group and bolster their egos by showing attitudes of superiority toward
this minority group.

*  The value-expression function: Many attitudes serve another function in terms
of positive expressions of an individual in the minds of other people. Value-
expressive attitudes, according to Katz, not only give clarity to the self-image
but also mould that self-image closer to the heart’s desire. Attitudes make people
either bond or clash. They allow us to tell others our opinions and views. As
social beings we need to communicate with others.
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The knowledge function: (mainly the belief components) — The world can be a
confusing and strange place; attitudes help us to organise our social world, thus

* making the world more familiar and predictable.

3.2 SOURCES OF ATTITUDES

Attitude formation is a result of learning, modeling others and our direct experiences
with people and situations. Attitudes influence our decisions, guide our behaviour
and impact what we selectwely remember Attitudes are basically learned. People are

- not born with specific attitudes; rather they acquu'e them through a process of learning

— especially from the following;

1.

Experience: People gain experience in forming (developing) attitudes by coming
in direct contact with an attitude object. Through job experiences, individuals
learn attitudes. They develop attitudes about such factors as salary, performance
reviews, job design, work group affiliation and managerial capabilities. But by the
time a person goes for work in a specified organisation, he holds many attitudes
toward the type of job which is acceptable to him, the expected pay, working
conditions and supervision, etc. Previous work experience can account for the
individual differences in attitudes such as loyalty, commitment, and performance.

Association: People are highly influenced by the major groups or associations .
to which they belong. Our geographic region, religion, educational background,
race, sex, age and income/class—all strongly influence our attitudes. The
influence of groups on the attitudes of the individual is inversely proportional

'to the distance of the group from the individual.

Family: Family exerts influence on the initial core of aftitudes held by an
individual. Individuals develop certain attitudes from their family members—
parents, brothers, sisters, etc. The farnily characteristics influence the individual’s -
attitude patterns to which he is initially exposed. Famllyls primary to the group
which an individual belongs to. .

Peer groups: As people approach their adulthood, they increasingly rely on
their peer groupsfor approval/ attitude. How others judge an individual largely
determines his self-image and approval-seeking behaviour. “We often seek out’
others who share attitudes similar to our own, or else we change our attitudes

_ to conform to the attitudes of those in the group whose approval is important to

”

us.

Society: Social class and religious affiliation also piay a vital role in forming
attitudes of an individual. The culture, language and the structure of society, all

.provide an individual with the boundaries of his initial attitudes. At the very

early age, an individual is taught that certain attitudes are acceptable and certain
others are not in the society. For instance; the attitudes.of Hindus toward Lord
Ram’s birthplace, called Ayodhya, are radically different from those held by
other communities such as Muslims or Christians in India. That is to say, what
seein to be appropriate in one individual’s culture and society. may be totally
unacceptable in another culture.



6. Personality factors: Personality differences between individuals play a major
role in the formation of attitudes. This particular area has been the subject matter
of great interest and it carries a great deal of weight in organisational behaviour.

3.3 ATTITUDES AND BEHAVIOUR: COGNITIVE
DlSSONANCE THEORY

At‘titudes, as stated above, predispose people to behave or act the way they do. For
example, if you feel that attending college is good (attitude), then you will likely attend
college (behaviour). To deal with employees in an orgamsatlon managers can either

focus attention on changing employee attitudes or employee behaviour. There are
many theories about attitude change. One of the most famous theories, proposed in the |

late 50s by Leon Festinger, deals with cognitive dissonance. Dissonance means simply
inconsistency. Cognitive dissonance refers to any incompatibility that a person might

perceive between two or more of his or her attitudes, or between his or her behaviour

and attitudes. According to Festinger, any form of inconsistency is uncomfortable and
that individuals will attempt to reduce the dissonance and thereby the discomfort.
People seek consistency among their attitudes and between their attitudes and
behaviour. That is to say individuals seek to reconcile divergent attitudes and align
their attitudes and behaviour so that they appear to be consistent-and highly rational.
Since people are uncomfortable with inconsistency, Festinger theorized, they will seek
to reduce the ‘dissonance’ or tension of the inconsistency. How people seek to deal
with dissonance, of course, depends on three important factors: °

o Importance: How important are the elements leading to dlssonance’? Most
people can put up with some ambiguities in life. You tend to drive fast every
now and then, knowing fully well that “speed thrills but kills”. You prefer greasy
foods in place of home-made items, even though you know that they may force

_you to the surgeon’s table.

»  Control:How much control does one have over the matters that create dissonance?

If your boss were to ask you to reduce the tax burden by manipulating balance -

sheet figures, dissonance exists but that can be rationalized and justified.

*»  Rewards: What rewards are at stake in the dissonance? High rewards
accompanying high dissonance tend to reduce the tension inherent in the
dissonance. Once you believe that ¥ 1 lakh car is a possibility and you have
invested enough time and money in the project, nothing can come in the way of
such a'belief. .

e Among the main ways to reduice cognitive dissonance are the following:

1. Changé your attitude and/or behaviour: your fierce loyalty to the company
might come in the way of your giving quality time to your kids on
weekends. You may restructure your responsibilities to have sufficient time
for both work and family, if you are able to take charge of your working

. hours. Or you may change your attitude toward the company and reduice
your workload steadily over time. '
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Organisational Behaviour . 2. Belittle the importance of the inconsistent behaviour: Smokers find all kinds
' of reasonsto explainaway their unhealthy habit, for example, My grandfather "
smokes, and he's over 80!” Many smokers ignore the warning ”smokmg is
S ' injurious to health” and belittle the habit as notbeing as risky as the messages
NOTES . - suggest. : .
... 3. Find consonant eIements that outweigh the dissonant ones: .Students may
" justify cheating in an exam by saying “I don't usually do this but here I
really have to do it”..“My future is at stake.” This kind of rationalising goes
on, quite often when’ employees are confronted not with moral and ethical
- dilemmas but with fear of losing their jobs. R. Plotnik, 2006; L. Ajzen, 1996;
Goliwitzer and J.A. Bargh, 1. Ajzen.1980) In organisational life, too, many’
_of.us encounter situations where our attitudes conflict with each other or
with our behaviours. Many a time, we might be wondering why we are
not able to leave the company that does not seem to take enough care of
‘its employees. As a consequence of this dissonance, we tend to rationalise -
saying that the company is not that bad, or there are no immediate options’
available and that the option of quitting at a right moment still exists.

Theory of Reasoned Actlon (1. Ajzen and M. Fishbein, 1980)

To what extent do attitudes predict behaviour? Not very much really, as indicated by
research evidence in early 70s. People’s avowed feelings and beliefs about someone
or something seemed only loosely related to how they behaved towards it. One reason
was social pressures of various kinds: laws, societal norms and views of specific people
can all prevent a person behaving consistently with their attitudes. So, while athtudes
| influence employee behaviours in the workplace, they are not perfect pred1ct0rs of
| behaviours. To explain this phenomenon, Martin Fishbein and others have developed
a model, called the theory of reasoned action, explaining the intricacies of attitude-
behaviour relationship.* According to.this ‘model, when a behaviour is a matter of
choice, the best predictor of the behaviour is the person’s mtentlon to perform
it. Intention is best predicted from two factors:

(1). person’s attitude toward performing the behaviour, and

(2) person’s subjective norm—the perception that he is expected by ‘peers or others
" to perform a certain behaviour. The model thus, assumes that actions are best
predicted by intentions and that intentions are, in turn, determined bya person s
attitude and their perception of social pressure.

The model clearly shows that a person's attitude'can be predlcted by his belief that
a specific behaviour will lead to certain outcomes, more importantly, the value that
he places on those outcomes Likewise, a person’s subjective horm'can sometimes be
predlcted from his belief regarding how others (supervisors, co-workers, and frlends)
think about whether-he should or should not perform a behaviour. Consequently,
when people have strong beliefs and attitudes about a certain behaviour and perceive

't that it is expected of them, they are more likely to perform it. The reverse, of course,
is also true.

32 Seb’-lnstmcﬁona! Material



Personal beliefs

A person’s belief that a

cerlain behavigur leads to

. . . .| Attitudes toward the
certain outcomes and his or B behaviour
her evaluation of these
outcomes.
Behaviour »  Intention
Peer beliefs

A person's belief that
spegcific individual or group
think that he or she should
or should not perferm the

Subjective nom

K i

behaviour and the individual's
motivation to comply with that.

Fig. 3.1 The Theory of Reasoned Action

3.3.1 Changing Attitudes

Is it possible to change unfavourable attitude of employee toward a more favourable
direction? The answer, to a large extent, is yes. Let’s see how this happens. (R. Eiser,
A.H. Eagly et al, ].R. Eiser and Van der Pligt. ], T.M. Dembroski, et af)

Providé new information: In one classic study it was found that union workers
had an anti-management attitude. However, when some of the workers were
promoted into the management ranks, their attitudes changed. They came to
know how the company was doing to help the vorkers and this new information
made them look at managerial efforts more favourably.

Changing workplace situation: Managers may bring change in employees’
attitudes by changing their workplace situations—that is by changing such work
factors as compensation, job design and work hours (in line with employee
expectations). Workers who consider themselves to be underpaid, may change
their attitudes once management introduce a big salary increase through a
reward restructuring plan. ' ‘

Employing credible and knowledgeable communicators: Employees may be
willing to adapt and change quickly, when they comeé under the influence of
a powerful -persuasive presentation, preferably by someone who is credible,
knowledgeable and convincing. To this end, it is important to see that the
communicator holds a prestigious position in the company, enjoys the trust of
employees and is liked by one and all. Of course, the benefits in the message
must also be properly explained.

Using ‘fear appeals’: Low levels of fear appeals, generally speaking, are ignored
by employees. The warnings do not seem to bring about required amount of
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. attention from employees. If moderate levels of fear arousal are employed,
people take note of the urgency.and change their attitudes. High degrees of
fear arousal are, often, rejected by people because the message itself is viewed

_ with scepticism. For example, using terminally sick cancer patierits for cigarette

advertisements, aimed at smokers, isnota good idea because they refuse to listen.

*  Using ‘human resource approach”: Studies have shown that employees who
believe that their employer cares about them will reciprocate with more positive
attitudes, reduced absenteeism, increased: quality and productivity and greater
creativé input. Organisations that have consistently invested in improving
quality of worklife and undertaken activities that are highly valued by the
employees have certainly been able to improve its employees’ attitudes and
behaviours in recent times. '

| «  Employees who are strongly committed to their attitudes, of courss, are not the

ones who are easy to manage through above means: You may try any trick in the
book but once they strongly believe, for example, that whatever management
does is not going to benefit the large majority, nobody can reverse that position
easily. Further, as revealed by several research studies, attitudes that are publicly
 accepted by people are moredifficultto change. Againthemore central the attitude
. . to other attitudes and values, the less and less change is possible. Furthermore,
people who appear to be self-confident, strong; and have high self-esteem are
difficult to change because they feel their attitudes are absolutely right. (AJ.
Kinicki, et a) To sum up, unfortunately, managerial experience and research
both indicate that changing attitudes is not an easy task. In most cases, ‘bad "
attitude’ is not the problem. The problem usually is unacceptable behaviour. So
“understanding why an employee is not performing satisfactorily is important
because unless we are able to put the finger on the problem causing trouble, we
may not be able to correct it. The real issues might be related to skill deficiency,
emotional iliness, financial crisis, alcohol, drug dependency, family unrest, ete.

‘Having employees with a positive and cheerful attitude is veryl_impor'tant at
the workplace. Negative' attitudes destroy team spirit and come in the way of -
{ everything. Leaders have a great role to play in keeping their employees happy and

satisfied. Experts suggest 5'such ways to fine tune employee attitudes:

- Ways to Promote Positive Attitudes in the -
R T r_,-:.,_'54_‘._%;-.*-_,ZWorkp'la‘_c:;é:_ et Tl T

ik "
s i

r

[ SO S
.

1. Encourage employees to achieve goals and meet deadlines: Most people want promotion -
- .atwork, but it's not everyone. Some employees just want to get more out of their positions.
So as the leader you have to find out their desires, goals and aspirations so that you can

- help them strengthen their atfitudes towards achieving those. ' '

2. Be a Flexible and “cool” leadér: There is a difference between being a boss and being
.a leader. Employees hate bosses and they feel more comfortable working with leaders. If -
your leadership skills are emotionally matured, then your judgements and protocols will-be

- appreciated by everyone. Perhaps this has become a clichg, but you really need to learn
.how to put yourself in other people’s shoes. A leader who does that will definitely produce
positivity in the workplace. '



) Attitudes
3. Listen to other employees’ voices and opinions: [t might be your company/organisation,

but your employees can sometimes see things from another, and perhaps beneficial,

perspective. It goes without saying that “the employee closer to the task generally knows ’
the best way of improving it.” Make sure you tap into your employees’ brains and observe
their talents. If your employees can feel comfortable working with you, be affirmed that your. NOTES

workplace will always be occupied with positive people.

4. Be appreciative: Most employer,s'do not notice your success, but wait until you mess up.
All your good deeds fade. So as the leader, affirm when a staff member does something
great or meets deadlines that you show appreciation, even if it's a “well done” and a tap on
the shoulder (but watch out for sexual harassment charges).

5. Create a fun working environment: The first thing that you should have are awards such
as employee of the month or well-dressed male and female employee of the month. These
might seem minor but they really create that “I want to go to work™ attitude, thus keeping
employees motivated about their jobs. (http://www.cooljob.co.za/2012/10)

3.4 MEASUREMENT OF ATTITUDE

Since attitiide is a hypothetical concept, its measurement poses some problems. One of
the major concerns has to do with the absolute measure of attitude. Since there is little
clarity about attitude, measurement starts with the assumption that an attitude exists
and that we can measure it on a scale of favourable - unfavourable. Almost all measures
of attitude are based on this assumption. Following three methods of measuring attitude
are most commonly used:

1. Questionnaire Method: It consists of several statements concerning a particular
attitude and respondents are asked to show their degree of agreement or disa-
greement on a 5 or 7 point scale. The assumption is that an attitude exists and
the researcher wants to know the degree or quantity of its existence. The scale is
called Liker Scale. The categories on a seven point scale (for example) may vary
as below where 7 is the agreement and 1 is the disagreement.

7 = strongly agree

6 = agree

5 = agree a little-

4 = neither agree nor disagree (neutral)

3 = disagree little

2 = disagree

1 = strongly disagree. _
The respondents indicate their degree of agreement or disagreement relating to
various statements. Once finished the values are added to get an overall score of
agreement or disagreement reflecting either the positive or the negative attitude.
One of the problems with an odd number scale is that it has a neutral point in
the middle. If someone checks only this neutral point for all the statements, we
cannot draw any conclusion on the agreement ot disagreement of the respondent.
At best we can say that the attitude under measurement perhaps does not exist.
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Organisational Behaviotr 2. Osgood’s Scale: This problem to a large extent is taken care by Osgood’s method
of measuring attitude. In this method there is no neutral point. This method
consists of pairs of adjectives of opposite meaning with a 7 point scale in between

. the opposite adjectives. The respondents are asked to give their reactions by
NOTES . endorsing a particular point on the 7 point scale. When the individual scores are
totalled on all pairs of adjectives, it is concluded that higher the score, the more
favourable is the attitude because positive adjectives have higher scale values.
An example of such a scale is given below:
Pleasant 7-6-5-4-3-2-1 unp}easant,
‘ Happy 7-6-54-3-2-1 unhappy
3. Sociometry:1tis a measureof interpersonal relationship of a member with other
members of the group. The method consists of every member being asked to
mention the most favourite member of the group. This is donefin all permutations
and combinations depending upon the number of members in a group. So if a
group consists of four members, there would be six permutations (1&2, 1&3,1&4,
2&3, 2&4 and 3&4). The combinations would increase with number of members.
Atthe end of all choices, all members would be ranked on the basis-of favourable
choices. The ranking would reflect the attitude of all members to other members
of the group.

3.5 KEY WORK RELATED ATTITUDES: JOB
SATISFACTION

Work related attitudes are those lasting feelings, beliefs and behavioural tendencies
toward various aspects of the job and the environment in which people carry out
their work. Managers are particularly interested in exploring three such work related
activities, namely, job satisfaction, job involvement and organisational commitment.

A positive attitude toward one’s job is known as job satisfaction. According to Locke,
it is “a pleasurable or positive emotional state resulting from the appraisal of one’s job and
job experience”. Tt is basically an emotional response to a job situation. Therefore, it
cannot be seen but only inferred. It is dispositional in nature. It is relatively stable and
is learned through experience and information provided by others while at work. It
is a result of employees’ perception of how well their job offers those things which
are viewed as important. Generally speaking, people experience job satisfaction when
their work matches their needs and interests, when working conditions and rewards
are satisfactory and when the employees like their co-workers. (C.A. Kiesler)

- Sources of Job St'zti.sﬂzctio.n

The sources of job satisfaction and dissatisfaction may vary from individual to
individual. Generally speaking, mentally challenging work that an individual
can successfully accomplish is satisfying. Rewards that are equitable and that
offer accurate feedback for performance may keep the person glued to job and the
organisation. Working conditions that encourage goal accomplishment, likewise, are
satisfying. Individuals, again, will be satisfied with organisations that have policies
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and procedures designed to help them attain rewards (F.][ Landy). A number of
research studies have indicated that the level of overall workforce job satisfaction and
organisational performance are linked (though there is no direct linkage between job
satisfaction and job performance). Managers, therefore, need to look into the causes
of job dissatisfaction more carefully because low job satisfaction can result in costly
turnover, absenteeism, tardiness and even poor mental health.

Sources of Job Satisfééﬁéﬁ

s The work itself: The exient to which the job offers the individual with interesting tasks,
opportunities for learning, and the chance to accept resgonsibility (job content ‘factors
such as recognition, responsibility, achievement, etc.) .

s+ Pay: The amount of financial remuneration that is received and the degree to which this is
viewed as equitable vis-a-vis that of others in the organisation.

¢ Promction opportunities: The chances for career growth and advancement in the’
. hierarchy. . ‘

o Supervision: The abilities of the supervisor to offer technical help and behavioural
support. Employee-centred supervisory style enhances a great deal of job satisfaction as
the leader looks after the subordinates carefuily and displays friendship, warmth, respect,
etc. towards them. ’

» Co-workers: The degree to whith fellow workers are technically proficient and socially
supportive. Isolated workers generally dislike their jobs. The amount of satisfaction an
individual derives from his association with the work group dépends, to a large extent, on
the relationship with the group members and also his own need for affiliation.

« Working conditions: Clean, attractive (as against, hot, noisy and  not-so-

' clean) surroundings in which work is actually carried out. '

o Occupation level: Top levels positions carry lots of premium value and -are generally
sought after because they offer exciting opportunities for people to express themselves
meaningfully. Studies have shown that blue-coliar workers are often the victims of severe
dissatisfaction.

Other determinants of job satisfaction reveal interesting things. The relationship
between age of the employees and their satisfaction from the job is complex. “People
tend to begin their work with unrealistic assumptions about what they are going to
derive from it, and notice that reality falls far short of their perceived expectations. But
with their experience over a period of time, they realise their disillusionment and
have accurate expectations because of which job will be seen in a positive perspective
resulting in higher job satisfaction.” Research evidence also indicates, though not
emphatically, a negative correlation between the level of education of employees
and their satisfaction. One reason could be that peopie «*h higher educational
qualifications have a tendency to set higher expectations from their jobs. When posted
on jobs and not meeting thejr expecfations or intrinsic capabilities, they tend to get
dissatisfied. ' ) .
Why job satisfaction is important?

Job satisfaction has attracted the critical attention of researches for a variety of reasons:

o Impacts mental health: It has some relation with the mental health of the
people. Job satisfaction and life satisfaction are inextricably bound. The spill
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over effects of many unresolved personality problems, family-related issues and
other maladjustments in social life could often be felt on the job. Job satisfaction,
as research evidence indicates, is important for the psychological adjustment and
happy living of a person. .
Influences physical well-being: It has some degree of positive correlation with
physical health of individuals. People, who like their work, are likely to live
longer. Chronic dissatisfaction with work creates stress which, in turn, takes its
toll on the physical as well as mental health of an individual.

Spreads goodwill .about the company: People who feel positively about their

- work life are likely to voice favourable opinions about the company. to the general

public. In the long run, this helps the company to gain a favourable image and
attract talent without any difficulty. '

Allows a person to live with the organisation: A happy and satisfied individual
can find it easy to live with the company for a long time.

" Reduces absenteeism and turnover: A number of research studies indicatenegative

 relationship between satisfaction and absenteeism. Of course, the correlation is -

Theories of. job Sétisﬁ:cﬁan

moderate. A satisfied employee has a positive attitude towards his work and will _
try to avoid being absent from work. On the other hand, there is a strong negative
correlation between job satisfaction and turnover (Hom and Griffeth). Of dourse,
other important factors such as general labour market situation, availability of
alternative job opportunities and length of tenure with the organisation also
come in the way of deciding to quita job.

>

Researchers, over the years, have come out with various explanations about what
makes some people more satisfied with their jobs than others. The important ones
may be listed as follows: :

+ % Two-factor Theory: According to Herzberg, who proposed this theory, job

satisfaction is caused by a set of factors referred to as motivators. Whereas; job
dissatisfaction is caused by a different set of factors, known as hygiene factors.

Value Theory: According to Locke, who proposed this theory, job satisfaction
depends primarily on the match between the outcomes of individuals’ value

in their jobs and their perceptions about the availability of such dutcomes. The
more people feceive outcomes they value, the more satisfied they will be. This
theory focuses attention on any outcomes that people value, regardless of what
they are.

Equity Theory: According to Adam’s, who proposed this theory, people strive .
to maintain ratios of their own outcomes (rewards) to their own inputs
(contributions) that are equal to the outcome/ input ratios of others with whom
they compare themselves. If their ratio is greater than.or lesser than that of the
others, they feel dissatisfied because inequity has occurred. :

3.5.'! Measuring Job Satisfaction

Questionnaires, consisﬁng'r of highly specialised rating scales, are generally used
to measure job satisfaction. People record their reactions to their jobs-by. simply
answering questions developed by researchers. Three popular methods of ieasuring
job satisfaction are listed below: -
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Job Description Index (JDI): It is a rating scale for measuring job satisfaction.
Individuals respond to this structured questionnaire by indicating whether or not
various adjectives describe aspects of their work. For example, on the question of how
employees look at their work, the alternatives offered could be: routine, satisfactory,
~ good and employees may be asked to enter “yes”, “no” or “?”. In most cases JDI has
proved to be a reliable and valid way of measuring job satisfaction.

Minnesota Satisfaction Questionnaires (MSQ): This is a rating scale for assessing job
satisfaction wherein people indicate the extent to which they are satisfied with various
elements of their jobs. People completing this scale rate the extent to which they are
satisfied with say, their pay, by putting one number to each aspect : 1= extremely
satisfied, 2 = not satisfied, 3 = neither satisfied nor dissatisfied, 4 = satisfied, and
5 = extremely, satisfied. As a result, higher scores reflect higher degrees of job
satisfaction. One important merit of both these scales is that they can be completed
_ quickly and efficiently by large numbers of people. When administered over thousands
of employees in various companies, the scores provide reasonably valid measures of
relative satisfaction. :

o s e it e e e LT e ey

’ Measure of Job Sattsfactlon R

Please indicate the extent of your satisfaction on the scale to each of the followmg statements:
On my present job, this is how ] feel about.................

) PO being able to-keep busy all the time
2. e With the chance to be somebaody in the organisation - ‘
K T with the way my job provides for steady employment
4 e with my pay and the amount of work | do
S T with the freedom to use my own judgement about how to work
6. e ..... with the chance to work by mysslf
7o e with the chance to develap close friendships with others
8. with the way 1 get full credit for the work 1 do
< T with the chance to help others
10, e with.my job security -

(A= very dissatisfied; B = dissatisfied; C = can't decide whether satisfied or not; D satisfied; E
= very salisfied) .

(Weiss, D.J., Manual for the Minnesota Satisfaction Questionnaire, Minneapolis, MN, Minnesota
Studies in Vocaticnal Rehabilitation, University of Minnesota, 1967.)

Critical Incident Technigue: This is a procedure for measuring job satisfaction in
which employees describe incidents relating to their work that they find especially
satisfying or dissatisfying. Their responses are then examined to uncover underlying

themes. For example, when workers praise their supervisors for standing by them in

trying circumstances, that suggests the role of supervisory style in booshng employee
confidence and thereby satisfaction.

- Consequences of ]ab'Sati.sﬁzctioh

Looking at the devastating impacts of job dissatisfaction on emplloyees’ well being,
most organisations, nowadays, take all the possible steps to keep their employees in
good humour. ‘
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. . How Employees Express their Dissatisfaction?
e  \Voice: Try te discuss the problems: with superior, raise the issue in union meetings;
attempt to improve conditions by suggesting viable alternatives in a constructive way
. Loyalty: Try to keep the spirits high by optimistically thinking that managemeh't does
everything right, re'ﬂectmg loyalty towards the organisation and:management .

. Neglect: Keep the mouth shut; not discuss anything with anyone resigning himself to
{ate and allowing things to worsen day by day

+ - Exit: Look for greener pastures outside, submit resignation at an appropriate moment.

(D. Farell, “Exit, Voice, Loyalty and Neglect as Responses to Job Dlssafrsfacrfon" Academy of
Management Journal, December, 1983.) : O

They undertake frequent surveys to find out how’ happy their employees are while _
at work, in relation to those emploved in other units. For example, FedEx has been

50 enamoured with tracking the attitudes of its employees that it has started a fully-
-automated online survey. The company depends on insights obtained from survey of

its US based employees as the key to identifying causes of dissatisfaction among them.
The impact of job satisfaction on some important organisational and individual factors
may be presented thus: g

Job Satisfaction and Absenteeism

When people are dissatisfied with their jobs, they tend to withdraw. That is they are
frequently absent and likely to quit their jobs. There is, thus, an inverse relationship
between satisfaction and absenteeism (Kumari and Singh). However, it all dépends on
the degree of importance that the individuals assign to their work. Research among
stage government employees has found that those who believed that their work was
important had lower absenteeism than those who did not féel this way. Again, while
job satisfaction may not necessarily lead to low absenteeism, low job satisfaction is
likely to brihg about an increase in absenteeism.. (Clegg; Organ; Moorman)

Job Satzsﬁzctzon and Tumover

From an organisational standpomt hlgh rate of turnover is an expensive affair for
a variety of reasons. Immediate replacement may not happen, because of shortage
of talent. New recruits may take time to get adequately trained. Co-workers may.
get demoralised, when experienced and competent people quit the job. They may
indulge in “bad mouthing’ the organisation for no reason. Disgruntled employees often
verbalise their frustration and discontentment to others in the community and make

.the organisation unpopular. When the company’s.reputation gets dented like this,

very few qualified people might actually want to join the ranks. This could, in turn,
lead to the loss of business. Companies, therefore, do not like the 51ght of employees
qmttmg theirjobs whatsoever may be the reasons.

Research has indicated that satisfied workers are less likely to leave the organisation.
However, there is only a moderate association between satisfaction and turnover. High
job satisfaction will not, in and of itself, keep turnover low, but it does seem to help.
On the other hand, if there is considerable job dissatisfaction, there is likely to be high
turnover. It all depends, as stated earlier, on the general employment situation, family
pressures, general state of the economy, the candidate’s own skill levels, etc.
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. Job Satisfaction and Productivity

Are happy workers productive workers? The answer is not very clear ThlS is because
both job satisfaction and performance are linked to another factor receipt of various
" rewards. When employees show good performance, they are bound to extrinsic
rewards in the form of pay, promotions, etc. in addition to intrinsic rewards in the
form of having done something important, of having been useful to the company,
of having taken up a job which is innately satisfying. When employees look at these
rewards to be fair, they may subsequently recognise a link between their performance
and these positive outcomes. This may come out with high levels of efforts leading to
good performance on the job later on. Tliey may also feel highly satisfied. In short, high

productivity and high satisfaction may both stem from the same conditions. These
factors themselves, in any case, may not be directly related. The relationship between -

job satisfaction and performance is very limited due to several other reasons as well.

3.5.2 How to Make the Performance-satisfaction Link_ Very Strong?

¢ Modify the task so that it becomes capable of yleldmg intrinsic rewards for
superior performance.

o Correct the reward system so that it acts as an incentive for the top performance,
where stars run ahiead of mediocre performers and get proportionately higher
extrinsic rewards.

In actual work environment, however, there is very little scope for an individual to
come out with superior performance. Jobs are highly structured, and therefore, every
individual has to turn out a minimum level of performance just to earn his daily
bread and butter. Since the work is interlocking in nature, there is no way to increase
performance levels, going a step ahead of others. In such restrictive circumstances,
employee attitudes may not be very influential in causing serious fluctuations in day-
to-day performance. (Greenberg and Baron, 2005) '

3.5.3 Guidelines for Promoting Job Satisfaction

Levels of job satisfaction can be raised by paying people fairly, improving the qualit)}
of supervision, decentralising the control of organisational power, a551gnmg people to
]obs that match their interests —

e  Funny jobs: People are more satisfied with the jobs they en]oy doing than those
that are dull and boring.

»  Fair rewards: People who believe that their organisation’s pay systems — when

compared with competing-units — are fair tend to be satisfied with their jobs.

" .+ Jobs that match with-interests: The more people find that they are able to fulfil
their interests while on the job, the more satisfied they will be with those jobs.

»  Jobs with stretch pull and challenge: Most people like jobs that are interesting to
handle and challenging to confront.

3.6 ORGANISATIONAL COMMITMENT

Organisational commitment or employee loyalty is the degree to which an en*[ployee
idenitifies with the organisation and wants to continue actively participating in
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it. It'shows (i) employee’s strong wrllmgness to remain with the firim, (if) passion

for organisation’s mission and goals, (iii) faith in management and their ability to

deliver value, etc. Commitment is generally high among old employees, those who
have experienced personal-success in ‘the organisation and those working within

a committed employee group. Experts generally refer to three components of

organisational commitment, which demands an explanation here:

e Continzance commitment: An important component of organisational.
cominitment, known as continuance commitment, .deals with this aspect.
Continuance commitment refers to the strength of a person’s desire to remain
workmg for a firm due to his belief that it may be costly to leave in terms of
retirement benefits, close friendships nurtured over a long -period of time,

_ etc. Many people are committed to staying on their jobs simply because they are
» not willing to risk losing these things. . :

*  Affective commitment: A second component of organisational commitment,

- known as affective commitment, speaks about the strength of people’s desire
to continue working for a ﬁrm because they agree with its underlying goals and

* values. )

*  Normative commitment: A third part of orgamsahonal commitment is called

' normative commitment. This refers'to the employee’s feelmgs of obligation to
remain with the firm because of pressure from others ~ supericrs, subordinates,
peers, efc. People who have high degrees of normative commitment are greatly

concerned about what others would thmk of thern for qmt-tmg the job and the
firm.

Withdrawal bebamaur :
Organisational commitment refers to the desire on the part of an employee to remain

.a member of the organisation. When employees indulge in withdrawal behaviour —

defined as a set of actions that employees perform to avoid the work situation, which
may lead to their quitting the organisation finally - it is time for the leaders to take
stockof the situation and act quickly. Employees engage in two kinds of withdrawal
behaviours — namely, psychological withdrawal and physical withdrawal. Examples

| of physical withdrawal include tardiness, long breaks, missing meetings, absenteeism

and quitting. Examples of psychological withdrawal include daydreaming, socialising,
looking busy, moonlighting and cyberloafing. Let us bneﬂy throw light on these
unproductlve destructive behaviours.

| SUMMARY - o

| e.  Anindividual’s behaviouris also a function of athtudes An attitude is a learned

- predisposition, an evaluative statement — either favourable or unfavourable — -
toward a given object, a person or an event. Attitudes help people to adjust their
environment, defend their self-image, offer people a basis for expressing their
~values and supply frames of referénce that permit people to organise and explain
the world around them.

* | Attitudes are basically learned. People are not born with specific attitudes;
rather they acquire them through a process of learning. It is not easy to change
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attitudes. The theory of reasoned action clearly shows thata person'.s attitudecan Attitudes
be predicted by his belief that a specific behaviour will lead to certain outcomes.

» A positive attitude toward one's job is known as job satisfaction. Low job
satisfaction tends to lead to both turnover and absenteeism. Job involvement is
the degree to which employees immerse themselves in their jobs, invest time and
energy in them, and view work as central part of their overall lives.

NOTES

. Organisationél commitment or employee loyalty is the degree to which an
employee identifies with the organisation and wants. to continue actively
participating in it. ,

REVIEW EXERCISES

1. Define ‘attitudes’. How attitudes affect the behaviour of individuals?

2. Explain the various components of attitudes.

. 3. Can attitudes be changed? What are the factors that are to be taken into account
while changing attitudes?

4. Elaborate “cognitive dissonance theory of attitudes”.

5. “Attitudes are evaluative statements - either favourable or unfavourable-
concerning objectives, people, or events”. Do you agree with the statement?

6. Explain the major consequences of job dissatisfaction and ways of overcoming
them. ) o .

7. Describe the concept of organisational commitment, the major consequences of
low levels of organisational commitment and how to overcome them.

8. ‘A happy employee is a productive employee’. Discuss.

9. Occasionally we say that another person ‘has had a bad attitude’. What exactly
does that mean in the contexts of the three attitude components — cognitive,
affective and behavioural tendency? Give an example of each.

10. Think of a particular job you have enjoyed most. What did you like about it so
much? Now think of a particular job that you enjoyed least. What made you
dislike it so much? Do the factors you liked fall into the motivation category of
two-factor theory? Did the factors you disliked fall into the hygiene category of
the two factor theory? Explain clearly.

.1
1

CASE STODY -

 Raman is the Sales-Manager of a reputed Corporatton He has 25 employees in his Depanment
and all are paid commission for their sales in their territories. For the past three years, the market
for the company's goods has been steadily growing and the majority of Raman's staif has met this |
‘growth with increased sales. However, one employee, in particular, Krishnan has not kept up with
the pace.
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Knshnan has been with this Corporatlon for over 20 years and is now 56 years oId Krishnan is a
friendly man and is liked by his peers and those to whom he sells the company's products ona
regular basis. The company-has always considered Krishnan dependable and loyal. Throughout
the years Krishnan has heen counted as an.asset to the company, but at the age of 56 he has’
gone into a state of semi-retirement. Krishnan's sales have not increased as the others have and
he doés not-have the determination to acquire a significant.increase in sales.

Raman wishes to change this situation. He wants to motivate Krishnan.to i increase his salesto
match that.of his younger peers. But Raman is not sure how to motivate him. Unlike the majority-of
the new employees Krishnan'ls an old man, who within a few years will reach the age of retirement.
If you were Raman what would you do'? -

Questions

[t int

1. Would you threatenm fire hlm‘?

2. Would you increase his commrssmn'P i .
. 3. Would you increase the reurement benefits' for Knshnan rather than offer hlm the increased
commission rate'? “ . .
‘4._ Would you offer him more status by way of anew t|tle or.a new company car or place his
. table in a better position in the office? . . .
5 Is there some way in terms of appraisal and rewards wuth wh|ch you can motlvate Knshnan‘?

44
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4. PERSONALITY

STRUCTURE

Introduction

The Big Five Models of Personality

Different Approaches to Pérsonality
Personality and Self-Concept

Theories of Personality

Importance of Matching Personalities and Jobs
Aptitude, Abilities and Skills

Summary

Review Exercises

4.1 INTRODUCTION

Human behaviour is influenced by personal and environmental factors. It is, therefore,
essential to study the individual and his personality concepts before proceeding to
see how he behaves in work organisations. ‘Personality’ may be defined as the study
of the basic traits of an individual, relationships between these traits, and the way in which
a person adjusts to other people and situations. It is the sum total of the ways in which
an individual reacts and interacts with others. The major determinants of personality
are generally grouped by researchers under four heads: biologicnl, cultural, family and
situational. '

Determinants of personality
* Biological factors
o Culture
" e Family
»  Situations.

4.1.1 Biological Factors

Personal characteristics such as age, sex, marital status, dependents and ability may
often be obtained through personnel records. Such an informaton would help find

the relationship between an individual’s background and his motivation level and the
' impact of these variables on employee productivity; absence, turnover and satisfaction.
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- that job performance declines with increasing
age. Employee turnover too tends to be low as’

" not-be very tempting or may not be available,

Age: The relationship between age and job
performance has been a point of intense debate
and discussion over the years. Itis widely believed

employees grow in age. There are less chances of ,’
such employees quitting the job suddenly because
of two reasons: one, the outside opportunities may

second, you begin to get more by staying back in
terms of higher wages, benefits, bonuses, stack -
optlons, etc. The Age vs. Absenteeism relationship is somewhat inverse because
older employees have lower rates of avoidable absence than do their younger
counterparts. They-have generally higher rates of unavoidable .absence due to

- poor health and longer recovery period older workers require when injured.

Coming to age vs. productivity relationship, it is generally believed that an
individual’s skills decay over time; he may lose interest in job and the intellectual
stimulation may also depreciate over time. However, this may not always hold
good. as recent research studies proved: In fact, researchers now opine that
age and job performance are unrelated (Cascio); and the decline in physical
skills sometimes is more than offset by benefits due to the experience gained
by the employee on the job. Finally, the age vs. satisfaction relationship is also .
somewhat hazy unless we classify employees into two categories: professional
and non-professional employees. Among professionals, satisfaction generally

increases with age, whereas it fell among non-professionals during rmddle age

and then rose again as they advanced in age later on.

Sex: It is generally believed that gender differences between males and females -
affect theix job performance, especially in situations demanding physical effort.
However, there are no consistent male-female differences in problem-solving
ability, analytical skills, motivation, sociability, competitive drive, etc. At lower
levels, women are willing to conform to authority, whereas men are more
aggressive. The differences in productivity, turnover were also negligible. The
rate of absenteeism among females was higher because of home and family
responsibilities. ‘

Marital status: Research evidence suggests that married employees tend to have
fewer absences, undergo less turnover, and more satisfied with thieir jobs than
unmarried co-workers.

Numbeér of dependents The number of children an employee has is posmvely
correlated with absencé (especially among females).and job satisfaction. Employee

. turnover however, was found to be not so ¢losely related w1th number of

dependents

- Tenure: There is no valid reason to believe that experienced people are more

productive than those with less seniority. Seniority has a negative correlation
with absenteeism and turnover. The past behaviour of an employee in this regard
could be used to predict future turnover and absence rates quite safely. The

 evidence also shows that tenure and job satisfaction are positively related.



(f) Ability: It refets to an individual’s capacity to perform the various tasksina ]ob " Personality
An individual’s abilities are of two kinds:

(a) Intellectual abilities: These are required to carry out men'tal activities. These
include number aptitude, verbal comprehension, perceptual speed, spatial
visualisation, reasoning and memory. Selection tests employed to measure
the above are found to be strong predictors of job performance. They also
help place a candidate on a right job, suitable to his mental make-up. .

NOTES

(b) Physical abilities: These include stamina, dexterity, strength and similar skills.
These physical abilities are more important for performing less skilled and
more standardised jobs at lower levels in an organisation.

41.2 Personality Factors

Research indicates that both genetic (heredity) and non-genetic factors appear to have
equal effects in shaping one’s personality. Let us examine this issue closely:

)] Heredity:‘ Heredity (genes) plays an.important role in determinjng one’s
personality, physical stature, facial attractiveness, sex, muscle composition
and reflexes, energy level, temperament which are
the characteristics that are substantially influenced by
who your parents were. Research evidence suggests
that traits such as fear, shyness, distress, etc., are most
likely caused by inherited genetic features. However,
personality characteristics are not completely dictated by
heredity (i.e., fixed at birth and not possible to change
through experience). Further, the importance of heredity
varies from one personality trait to another. For instance,
heredity is generally more important in determining a"
person’s temperament than values and ideals.

|
- (b) Brain: There is a general feeling that brain plays a
’ significant role in the development of one’s personality. Results from the electrical
stimulation of the brain (ESB) offer evidence that better understanding of human
personality could come from a close study of the brain. The evidence in this
regard, however, is not very clear. |

(c} Physical features: An individual’s external appearance - whether short or tall,
fat or skinny, handsome or ugly, etc. - is said to be having a major impact on his |
personality. For example, a short person, who generally becomes a buttof jokes,
develops a defense mechanism which is reflected in his personality.

4.1.3 Cultural Factors

The Culture ~ a set of beliefs, values that are shared by people and transmitted to
others — in which we are raised and how we are conditioned by our interactions with
friends and social groups also influences our personality. Culture demands -both
conformity and acceptance from its members. Members generally comply with the -
norms set by a group and bear with the subtle pressures exercised from time to time.
The shared values, societal traditions and collective programming that underlies
culture influences the development of our personalities, while alsoe shaping the way
our traits are expressed. In a way, explammg ‘what we're like requires an awareness
of ‘where we're from”.
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Family and social factors also play an unportant role in shaping the personality of an
individual. Parents are role models for almost everyone in this universe. The home.
envirenment also detérmines the behaviour patterns of individuals. People with -
troubled childhood tend to be violent, aggressive and even abusive. The motives,
desires, beliefs, etc. are, most. often, condltloned by the behaviours exhibited by other
family members from time to time. Peer groups at the school and college level also .
play a role in personality development. For example, the nature of a young student’s

peer group influence not only whether he or she likes and enjoys school, but also his or
her level of achievement throighout the school year. Finally, the society in which we

live also influence the way we think and act. Americans are raised to be individualistic.

Chinese, on the other-hand, are taught collectivist value that makes them believe that
family, social and cornpany mterests are more important than individual interest.
Indians may treat their teachers and elders with respect; whereas people having a
different cultural background might tend to look at the issue dlfferently

4.1. 5 Situational Factors

) Situational factors also Irnpact our behavjours greatly. In a job mterv1ew one tendsto -

act conservanvely The same person would behave differently in a picnic or'a party
Although personality is relahvely stable over timne, itis occasionally altered by dramatic

‘| events in life - such as moving from one country to another or by psychological factors

such as illness or trauma. X might suffer from low self-esteem because he hails from
a poor country. The same person after living in a developed country for some time
might feel more confident about achlevmg success through hard work.

4.2 THE BIG FIVE MOl)E_LS' OF PERSONALITY .

Two Categories of Peop[ei.

External - - - Internal :
» Live in fife to fate : « Confident bold master of their own destiny
a They are willing to follow commands E . They play a key role to motivate others at
~» They do wellin well-structured routine jobs. work '

» They do well in sophisticated task that
* demand complex working

[y

s

Thehstofpersonahty traits 15prettylong So,usingsuchliststodescribeone spersonahty

is, therefore, proved tobe a wastefil exercise. RESearchers, therefore, wanted toorganise

and summarise such personality traits while trying to describe an iridividual. Their’
primary goal was to develop a personality profile —a test that destribes an individual’s

whole personality, rather than just the separate traits that make up that personality. The
Big Five Model developed by P.T. Costa and R.R. McCrae clusters different personality

[N



traits into enduring dimensions of personality that together describe the whole person.
The Big Five traits are — Openness, Consc1ent10usness, Extroversion, Agreeableness,
and Neuroticism or OCEAN:

1. Openness: People who like to Jearn new things and enjoy new experiences
usually score high in openness. Openness includes traits like being insightful
and imaginative and having a wide variety of interests. ' -

2. Conscientiousness: People that have a high degree of conscientiousness are
reliable and prompt. Traits include being organised, methodic, and thorough

3. Extraversion: Extraverts get their energy from interacting with others, while
introverts get their energy from within themselves. Extraversion includes the
traits of energetic, talkative, and assertive.

4, Agreeableness: These individuals are friendly, cooperative, and compassionate.
People with low agreeableness may be more distant. Traits include being kind,
affectionate, and sympathetic.

5. Neuroticism: Neuroticism is also sometimes called Emotional Stab111ty Th1s

. dimension relates to one’s emotional stability and degree of negative emotions.

People that score high on neuroticism often experience emotional instability and
negative emotions. Traits include being moody and tense.

The Big Five personality test gives you more insight into how you react in different

situations, which can help you choose an occupation. Career professionals and

psychologists use this information in a personality career test for recruitment and
" candidate assessment.

4.3 DIFFERENT APPROACHES TO PERSONALITY

Ruthless Strategy of early 1500 to manipulate people:"
Machiavellianism
1. Never show humility - arrogance is effective.

2. Morality and ethics are for the weak — powerful people should feel
free to lie, cheat, deceive.

3. Itis better to be feared than to be [oved — True pragmatist.

v
N

There are other personality attributes that influence the behaviour of individuals in an
organisation. These are listed below: ‘

1. Locus of control: People belong to two categories: Internals who believe that
they are masters of their own fate and externals who believe that what happens
to them in their lives is due to luck or chance. Individuals raised in families in
which effort and achievement are properly rewarded tend to become internals.
On the other hand, individuals raised in families in which rewards seem to occur

in a random manner tend to develop as externals. Internals perceive a strong link
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- between their effort and their performance. They are more satisfied with their

work than externals. They generally hold higher level jobs, advance more quickly
in their careers, earn more money and play a key role in motivating others while
at work. They haridle stressful situations better than externals. Externals are more .
compliant and willing to follow commands. They tend to do well in jobs that are
well-structured and routine. Internals, in contrast, do well on sophisticated tasks
that demand complex information processing and learning; on jobs that require
initiative, drive and independence of action. -

. Machiavellianism: Niccolo Machiavelli proposed a ruthless strategy in early 1500

for seizing and holding political power. His approach wassimple: other persons
can be manipulated or used for our purposes if we follow certain rules: (z) never
show humility - arrogance is far more effective when dealing with others,
(b) morality and ethics are for the weak ~ powerful persons should feel free to lie,
cheat and deceive wherever required to achieve personal goals, (¢) it is better to
be feared than loved. Those who want power, should be willing to do whatever
it takes to get his way. Persons with a machiavellian orientation (called High
Machs} are true pragmatists. Ariy means is justified as.long as it hélps High
Machs to achievé their ends. This often gives them an edge over others who
are guided by principles of morality ~ High Machs are confident, eloquent and
competent. When they combine these traits with pure pragmatism, they achieve
success easily. High Machs are often adept at picking up situations where their
favourite tactics are most likely to work. Such situations are the ones in which
they can interact with their intended victims in a face-to-face marmner (and so
make use of their persuasive skills), in which there are few firm rules (this leaves

- High Machs considerable room for manoeuvre), and in which others’ emotions

are running high. Since High Machs themselves never let their “hearts rige their
heads,” they can take full advantage of the fact that others’ emotions make them
especially vulnerable to manipulation. Finally, High-Machs are also skilled at
forming alliances with others — alliances that usually work to their advantage.
Low Machs, on the othier hand, believe that there is no excuse for manipulating
or lying to others. They are sensitive to the effects of their decisions on others

. and believe they should take action only when they are sure it is morally right.

- ‘Extroversion and Introversion: According to Carl Jung, individuals can be

classified into two categories: Introverts and extroverts. Introverts are inward —
directed people. They are guided by their own ideas and philosophy. They are
rigid, subjective — oriented and rarely speak to others on their own, They have
very few friends, avoid social contacts, withdrawn, quiet and enjoy solitude.
Extroverts, on the other hand, are friendly, enjoy interaction with others, crave

 excitement and dislike solitude. Extroverts prefer job environments that offer-

opportunity, variety, unpredictability and sporadic bursts of intensity. If the job
environment is not sufficiently stimulating, extroverts may play practical jokes
and games or display other kinds of distraéting behaviour to produce additional
stimulation. On the other hand, introverts do not require as much excitement
from external stimulation, and, consequently, they tend to perform better than

-extroverts on repetitive tasks or tasks occurring in environments that offer very

little sensory stimulation. .
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" Classified Individuals as

» Introverts: Inward-directed people rigid, subjective, rarely speak to
people on their own, have few friends.

s Extroverts; Friendly, enjoy work and interaction with dislike solitude;
prefer job environments variety, they have sporadic bursts of intensity.

4. Endomorph and mesomorph: Willam Sheldon has presented a unique

temperamental model that represents a link between psychological traits and
characteristics of an individual with his behaviour. Sheldon identified some
. relationship between the physique types of individuals and their personality
temperaments. He identified three body types — endomorphic, mesomorphic
* and ectomorphic. : ‘

o Endomorph: Heis bulky and beloved. Sheldon contends that the endomorph
would be rather fat and thick in proportion to his height. He seeks comfort,
loves fine food, eats too much, jovial, affectionate and liked-by-all persons
(viscerotonic temperament). ‘

« Mesomorph: He-is basically strong, athletic and tough. His physique is
appreciated by all. In fact, it is this personality all other “morphs” wish for.
According to Sheldon, he is found of muscular activity; tends to be highly
aggressive, and self-assertive. He can run faster, smile brighter, and beat
along the other two ‘morphs’ together (somatotonic temperament).

e Ectomorph: Ectomorph is thin, long and poorly developed physically.
Though physically weak, he leads the league in the intellectual department.
His temperament is Cerebrotonic, i.e. excessive inhibition, restraint, and

advoidance of social contacts, etc. He is labelled as absent-minded, shy, but '

brilliant university professor stereotype.

5. Type A and type B behaviours: Two cardiologist Meyer Friedman and Ray

Rosénman have identified the typical characteristics of Type A personality and
Type B personality way back in early 70s, while conducting research on the
impact of job stress on heart disease. Table 3.1 gives a comprehensive list of the
characteristics of the Type A personality: ' .

-—- o e wmm n e waed o

w (-:—i:larécteristit:s

Move, walk z;nd eat rapidly
Have a habit of hurrying the ends of your sentences

Hurry the speech of others, say very quickly, over and over again; “Uh huh, uh huh” or "yes, yes,
yes; to get others to speed up their rate of talking

Try to do two or more things simultaneously (e.g., Read the mail while you are on the phone.)
Try to bring conversations around to work-related topics that particularly intrigue you '

of Type A Personality .|

\

* Personality
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s Feel| ac_q'uisitive of money and personal possessions =

...................... _-.__---__..-..---__.---_---___---__..--_..-.-'__--___--___--_..-.-----__.--_-_--_.

+ Feel Quilty when yoﬁ relax or do albsolutely'nothing for several hours to several days.

-Tend not to notice non-instrumental aspects of a situation (e.g., Not noticing a new car;iet, a
new hair-do, etc.) ) e ) -

1

 Over schedule yourself; do not make allowances for unforeseen contingencies
s Feel challenged and threatened by the success . of others .

¢ Have nervdus tics like c!enéhling your fists or banging S(our hand upon the table.

* Keep on trying to do things faster and'faster . )

. rE\faluéte your own performance aﬁd the aclivitie; of others in termé of ‘'numbers’.

| Type- A personalities are aggressive. They are willing to oppose others to get what

they want. When placed in: circumstances tlv'hef‘e there are a lot of obstacles, they
will keep on plugging away rather than give up. Type A people are ambitious-and
hard-driving. They have very high standards for themselves, They try to schedule
more and more in less and less time.. They are also competitive; they have to win all
the time, even in leisure activities and casual conversation. They do not find time to .
enjoy life. For them work is not a means to, an end, but an end in itself. They live to
work and do nat work to live, For them, work is an addiction; and work outside the
company is unproductive, disinteresting and meaningless. Type As, tend to lack skill
in interpersonal relations and the ability to get along harmoniously with all types of
people in various situations. ‘ : ' ’

In contrast, Type B personalities feel less pressure: They keep a steadier pace, rather
than working against the'clock. Type Bs are more likely to extend the deadline or to”
accept a lower standard of work for themselves in the short run. They are likely to ‘let

'| things roll off their backs’ rather than fight every issue. They are not as easily angered

or disappointed by their owh work or the work of others. They tend to be more relaxed
and non-competitive. Because of their contemplative approach to problem-solving,
Type Bs tend to be more creative than Type As. o

Type.Bs, typically, are highly skilled in interpersonal relations. They get along well
socially. They have an innate understanding of people: They: are quick to grasp the
underlying motivations of other people. This insight serves them in excellent stead-

when they wish to gém the support of others who may Have conflicting views. They - -

not only understand people but also enjoy them. They rarely feel at'a.Joss in public
contact situations A Types B person can easily and happily manipulate an irate client.

- ‘f*"Cf’ﬁarac‘t'ériéfi‘c:s of Type B Personal ity

— T 7 ety e et et ot et e m .

« Patientand composed - , _
» Never suffer from a sense of time urgency; concerned with duality rather than quantity

« Do not'geherally discuss their ac_h'i_evements unless demanded by the situation

s Play for fun and recreation
¢ Can relax without guilt -

¢ They are wise, not hasty, they vary their respanses to spebiﬁc 'chaflenges' in their milieu; their
- behaviour, hence can't be predicted easily. ‘ i ; :

4
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The differences between Type A and.Type B persons have important implications for Personality
behaviour in the workspot. For example, hard driving, competitive individuals would

be expected to act in very different ways from their more easy going counterparts.

Type As tend to be more impatient with others and get angry quickly if things do not

move as desired. They prefer to work by themselves, given a chance, rather than with NOTES
others. They are definitely ‘loners’ rather than "team players

Narcisist . ~

» Considers himself as a person with may talents
s If things not going in accordance with their will they throw tantrums
. They want to be a person of attraction always.

6. Narcissism: A Narcissist is an arrogant person who considers himself as a person
of many talents. He has a grandiose sense of self-importance and requires constant
admiration. He wants to be a centre of attraction. always. Sad to relate, narcissists
tend to be extremely selfish and exploitative and believe others exist for their
benefit. Imbued with feelings of superiority, they often treat their subordinates as
if they were inferior. They are extremely selfish and do very little to help others,
when required. Unfortunately, narcissists tend to believe that they have excellent
leadership qualities. Studies, on the other hand, found supervisors rating their
bosses having-narcissist tendencies as worst.

4.4 PERSONALITY AND SELF-CONCEPT

The self-concept describes the relatively stable perceptions
his own self a person has about. It includes the conception
of what is special about a person; what separates him from
others. It is like a mental mirror that reflects how a person
looks at self. One self-concepts are derived primarily from
four sources: (7} person’s social interaction with others
{b) it is own comparisons with other, (c) what others
say about the end, (d) how a person evaluates himself. -
Three important things about the self-concept are worth
mentioning here:

o Self-concept is learied. No one is born with a self—concept It gradually emerges in
the early months of life and is shaped and reshaped through repeated perceived
experiences, as one interacts with others.

o Self-concept is organized, that is, it is characterised by orderlmess and harinony. Bach
person maintains countless perceptions regarding one’s personal existence, and
each perception is orchestrated with all the others. It is this generally stable and
organised quality of self-concept that gives consistency to the personality. At
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Organisational Behaviour ~_the heart of self-concept is the self-as-doer, the “I,” which is distinct from the
) self-as- -object, the various “me’s.” This allows the person to reflect on past events,
analyze present perceptions, and shape future experiences.

s Self-concept development is a continuous, dynamic process. In the healthy personality
there is constant assimilation of new ideas and expulsion of old ideas throughout
life. Individuals strive to behave in ways that are in keeping .with their
self-concepts, no matter how helpful or hurtful to one self or others Self-concept
usually takes precedence over the physical body Individuals will often sacrifice
physical comfort and safety for emotional satisfaction. Self—concept continuously

. guards itself against loss of self-esteem, for it is this loss that ‘produces feelings
of anxiety. : -

NOTES

According to Carl Rogers Ind1v1duals have within themselves relahvely boundless
potential for developing a positive and realistic self-concept. This potential can be -
realised by.people, places, policies, programmes, and processes that are intentionally
de51gned to mv1te the realisation of this potential.

4.41 Self-efficacy

Self-efficacy refers to one’s personal ability to do a task. Unlike locus of control this .
charactenshc is not about how much fate controls events, rather, it 1s about one’s
personal belief about what it takes to get ahead and succeed in life.

[T mn e b e o e e ey, i 1 e b e e e 5 SRR e e ) o — = ey

" How Self-effi cacy Affects Behavnour‘? ' g

R SV

Joy of activities: mdw:dua[s typ:cally choose actlwtles they feel
they will be successful in doing.

Effort and persistence: individuals will tend to put more effort end
activities and behaviours they consider to be successful in achieving.

Learning and achievement: students with thh self-efficacy tend to
be better students and achieve more.

For example, Erik Weihenmayer, is but also a self-described unreahstlc optimist who
'was the first blind climber to scale Mt. Everest. Low self—efﬁcacy is associated with.
learned helplessness, the debﬂltatmg lack of faith in one’s ability. to control one’s
‘environment. The implications for managers are fairly obvious. Complex, challenging
and autonomous jobs tend to enhance people’s perceptions of their self-efficacy.
Boring, tedious jobs generally do the opposite. Self-efficacy is a quality that can be
nurtured through approprlate counselling and mentormg

4.4,2 Self-esteem » ) | \ -

Self-esteem refers to the extent to which peopie like or dislike thentselves their overall
self-evaluation. Some of the characteristics that may be associated with high and low
levels of self—esteem may be listed thus:

b
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High self-esteem ' ) Low self-esteem

Inspires others to have confidence in him Does not inspire confidence in him NOTES
Seeks responsibility ) Lacks initiative

Outgoing ] . ' ) Introverted

Open-minded ' Closed-minded

Optimistic Pessimistic

Research evidence on sélf-esteem offers interesting insights into organisational
behaviour. High-SEs believe that they have the ability to succeed at work. They take

" more risks in job selection and are more likely to choose unconventional jobs. Low-SEs
are more vulnerable to external influences than high-SEs. They are more likely to seek
approval from others and are willing to conform to the beliefs and behaviours of those
they respect, than high-SEs.

Some ways in which managers can build employee self-esteem may be listed thus. ) .

Ways to Boost Employee Self-esteem
- - N - R R I
. Reinforce employees’ positive attitudes and skills
. Provide positive feedback whenever possible
. Break larger projects into smaller tasks and projects
. Express confidence in employees’ abilities to complete their tasks'

. Provide coaching whenever employees are seen to be struggling to complete tasks. '

4.4.3 Seif-monitoring

Self-moritoring refers to the ability of an individual to adjust his behaviour to

external, situational factors. High self-monitors show great flexibility in adjusting their

behavioirs to external situational influences. They pay more attention to what others

say and how others behave. They can put on different faces for different individuals. ‘
They will be more successful on jobs that require position holders to play multiple

and even contradictory roles. High self-monitors are criticised for being chameleons,

always ablé to adapt their self-presentation to their surroundings, low self-monitors

are often criticised for being on their own planet and insensitive to others.

4.5 THEORIES OF PERSONALITY

‘Over the years, researchers have developed a number of personality theories while
trying to find answers to questions such as what is personality. How is behaviour
influenced by personality, and so on. These are listed as follows:
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The theory; developed by Sigmund Freud, emphasises
the unconscious determinants of behaviour. According @
to Freud, personality is the outcome of three interrelated - @
and interacting forces, namely, the id , €go and superego. &
o Id consists of everything that is inherited
psychologically and is present at the time of birth. It

is the foundation of the unconscious mind and is the
source of libido (psychic energy that seeks pleasure,

. tries to avoid pain and wants immediate satisfaction”

. of all desires) drives. It strives for sexual gratification and other biological

" . pleasures. It is instinctive, often unconscious and unrecognised and is unaffected

by socially or culturally determined restrictions. Id basically represents an. |

individual’s natural urges and feelings. However, it cannot act on its own; it
. can only fantasize and force the person to satisfy the desires immediately. Id is
largely childish, frrational, never-satisfied and always demanding.

-« Egoisthe loglcal rational and realistic side of the personality. It keeps the Id in

check and takes decisions rationally after evaluating the facts in a realistic and
objective manner. The demands made by 1d, of course, would be met but only at
an appropriate time and in an acceptable manner.

*  Superego is the moral side of the personality. It represents the noblest thoughts,
ideals, feelings that are acquired by a person from his parents, teachers, friends,
religion, organisation, and colleagues, etc. Labelied as the ‘ego-ideal’ it tells a
person whether the action proposed by ‘ego’ is right or-wrong so that the person

' acts in accordance with the values and standards set by the society. Acting as a

kind of moral police, superego thus restricts the freedom enjoyed by the ‘ego” -

and in some respects it is antithesis of Id. In actuial world, the Id is siriving for
satisfaction; the ego is trying to delay it and the superego demands morality
above all. If people violate the prohibitions setby superego, they may feel guilty
and even indulge in self-punishment: \

By nature, therefore, the Id, ego and superego will always be in a state of constant
friction and tension. Conflicts between the id (the pleasure seeking element), the
superego (the noble and idealistic element) and the ego (the compromising element)
will often force people to develop certain defence mechanisms (such as aggression,
regression, rationalization, denial and so on. Such defence mechanisms, according to
Freud, are necessary to reduce the tension and anxiety caused by conflict between the

‘three elements of personahty

szluatzon

The psychoanalytical theory proposea by Freud has uhdoubtedly revealed the
importance of unconscious processes in human behaviour. Researchers have assigned

a place of importance to the theory on account of four specific reasons discussed as

follows:

1. Itisdeterministic: Behaviour is assumed to have been caused. Surprisingljr, even .

unconscious slips are considered to exhibit or reveal a certain meaning,
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2. Itisdynamic:Itassumes thathuman
action results from psychic energy
called libide (i.e., life maintaining
and pleasure-seeking energy that
becomes attached to or withdrawn
from various goals and objects.

3. It is developmental: Human
development begins at birth and
progresses through life.

4. Ttisstructural: The three basic structures of personality are 1d ego and superego.
These three elements are interrelated and each cannot exist in isolation from
others.

The idea of a person being motivated more by unseen influences than by conscious
and rational processes is universally welcomed and is being used by behavioural
scienfists all over the globe. However, researchers have attacked the theory on
methodological grounds. Scientific verification of what Freud has proposed through
repeated experimentation is not possible because his constructs are difficult to define
and are largely ambiguous.

4.5.2 Type Theories

The type theories try to bring some amount of order into the theories of personality,
by classifying individuals into convenient categories. Sheldon’s physiognomy theory
and Carl Jung’s extrovert and introvert theories are the two important type theories
that merit attention here:

»  Physiognomy Theory: According to Sheldon there is some relationship betWeen
the physique types (like the features of the face or body type) of individuals and

their personality temperaments. He identified three body types ~ endomorphic, -

mesomorphic and ectomorphic. One pitfall of this theory is the inherent
generalisation. There is almost unfailing tendency on the part of many people to
pigeonhole every person into one category or ancther.

o Extrovert-Introvert Theory: According to Carl Jung an extrovertis sociable, lively,
impulsive, seeking novelty and change, carefree and emotionally expressive.
Introverts, on the other hand, are basically shy, prefer to remain aloof, and are
unexpressive. They are quiet, introspective, infellectual, well-ordered, and value-

oriented. Few persons are complete extroverts or introverts but a combination of |

the two types help capture a snapshot of an individual.

4.5.3 Trait Theories

A trait is an enduring attribute of a person that appears constantly in a variety of
situations. The major components of trait theory are: (i) Traits distinguish one person
from another, (ii) Traits can be measured, and used to summarise behaviour, (iii) Traits
and the resultant behaviour patterns are said to be fairly stable over time. So, on the
basis of trait theory, people can be described as aggressive, impulsive, sentimental or
romantic and (i#) Although there are many traits that are common to most people,
there are many other traits that are unique to an individual and are not shared by
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other people. The problem with personality traits is that the list of individual traits is
fairly long. In one study 17,953 individual traits were identified. Another researcher
isolated 171 traits from out of which 16 primary traits were found to be most helpful
in predicting behaviour patterns:

Evaluation: Trait theories, on the negative side, suffer from the following limitations:
(i) Traits may be too abstract. For example, the scale of measuring, anxiety may be
abstract. (i) Trait theory focuses attention on isolated traits without specifying how
these traits are organised within a person. Without knowing which traits are more
important and how they are related to other traits of an individual, it is not possible to
come out with an appropriate description of an individual’s personality. (/i) Another
drawback of trait theories is that they are essentially descriptive rather than analytical.

4.54 Self Theory

Accordmg to the Self Theory, the individual himself is the centre of experience. His
self-image is a reflection of how he looks at himself (Rogers terms this as “I”) and his
perception of how others view him (termed as “Me” by Rogers). Rogers has definéd

“Me” as social self and “I” as personal self. Personal self is nothing but one’s own

mirror image guiding our beliefs, thoughts and actions. Social self is the way a person
appears to others or others appear-to him. Behiaviour is the outcome of the realisation
of “Me” or is a reflection of inner self. “Me” is what “I” believe others expect from me.

_| The relationship between “I” and “Me” shapes one’s personality. As the individual

interacts with his environment, his own concept of self-develops, grows and matures .
over a period of time. Positive responses from the environment would reinforce our
self-image and likewise, any negative responses from the environment would lower-

_our self-image creating tension and anxiety. As Rogers commented “the basic nature

of the human being when functioning fully, is constructive and trustworthy. The self
generally takes the initiative in improving the conditions in its environment so that the
values of the self can be achieved.”

Evaluation

The self theory is appreciated on the ground that it is organised around the concept
of self. It is the one in which personality and behaviour are largely determined by
the individual, whereas, in other theories, the individual is the only medium through
which behaviour is elicited after having been acted on by elements over which one

‘has no control. In analysing organisational behaviour, it would be beneficial for the

manager to understand the self-concept because this concept influences the manner of -
applying various reinforcement, motivation and leadership techniques for achieving
desired fesults. For instance, monetary rewards for performance, authoritarian
leadership style and motivational strategies when applied to intelligent, independent,
confident workers may prove to be ineffective. These techniques may yield frultful
results when applied to the unintélligent, insecure, indecisive workers.

4.5.5‘ Social Learning Theory

"| The main ided in Julian Rotter’s Social Léaming Theory is that personality represents

an interaction of the individual with his or her environment. One_cannot speak of
a personality, internal to the individual, which is independent of the environment.
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Neither can one focus on behaviour as being an automatic response to an objective set
of environmental stimuli. Rather, to understand behaviour, one must take both the
individual (i.e., his or her life history of learning and experiences) and the environment
(i.e., those stimuli that the person is aware of and responding to) into account. Rotter
describes personahty as a relatively stable set of potenhals for responding to situations
" in a particular way. In fact, much of human learning is vicarious or observational. The
social learning theory uses ‘reinforcementand punishment’ approachin understanding
personality. For example, repeated failures caused by external circumstances may
compel an individual to act tough and be aggressive. On the other hand, many acts of
kindness that are rewarded by society in various forms may reinforce good behaviour.
Thus, behaviour is caused by environment and is affected by environment in many
ways. )

Rotter sees personality, and therefore behaviour, as always changeable. Change
the way the person thinks, or change the environment the person is responding to,
and behaviour will change. He does not believe there is a critical period after which
personality is set. But, the more life experience you have building up certain sets of
beliefs, the more effort and intervention required for change to occur. Rotter conceives
of people in an optimistic way. He sees them as being drawn forward by their goals,
seeking to maximise their reinforcement, rather than just avoiding punishment.

4.6 INMIPORTANCE OF MATCHING PERSONALITIES AND
JOBS '

Given the enormous amount of differences among individuals and among jobs, an
important job of managers is to try to'match a person and job characteristics so that
work is carried out by people who are best suited for it. This requires that

»  Managers be clear about what they expect employees todo.
¢  They should have a sense of the kinds of people who would succeed at work that
needs to be executed.

The attempt to strike a rapport between the person and the requirements of the job is
called person-job fit. When hiring and leading employees, managers should attempt
to achieve person-job fit so that employees are more likely to contribute and remain
satisfied. Whenever the nature of wor’ changes, due to various reasons, managers

should look into questions such as: how prepared are the employees? Are they going

to voice their concerns? Will the employees be able to shoulder the additional burden?
Personality, in the final analysis, does not lend itself to change. When person-job fit is
poor, the manager must think of replacing employees or restructuring work. Research
in this area indicates that job satisfaction is highest and turnover lowest when person-

job fit is achieved. So, for fairly obvious reasons, social individuals should be in social,

jobs and conventional people should be in conventional jobs. Nowadays, researchers
also point out the need to achieve the person-organisation fit as well, in order to show
excellence. In a way, this means selecting people who fit better with organisational
culture and get along with people easily.
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4.7 APTITUDE, ABILITIES AND SKILLS

Apart from having a positive personality, one needs to have the aptitude, ability and
skills in order to achieve success at the workplace. Aptitude refers to a person’s ability
to learn something. Ability refers to a person’s existing capacity to do various tasks
using knowledge and skills to good effect. Skill refers to the dexterity in performing
specific tasks — which, of course, comes through training and experience. Abilities -
are the knowledge and skills that a person possesses currently. Aptitudes, on the
other hand, determine a person’s potential abilities. Both terms are important in
organisational behaviour, because of théir impact on the performance of individuals
in a firm. Generally speaking, two types of abjlity affect performance: intellectual -
ability — capacity to perform various cognitive tasks — and physical ability — capacity
to perform various physical activities. - '
./ Intellectual abilities or simply intelligence: The term ‘intelligence’ refers to
one’s capacity to understand complex ideas. If a person is able to understand
the challenges associated with a task clearly, he or she is able to show good
performance. Psychologists prefer to divide intelligence into two categories:
cognitive intelligence and practical intelligence.

* Cognitive intelligence: It refers to the ability to understand complex ideas, *
 to adapt effectively to the environment, to learn from experience, to engage
in various forms of reasoning and to overcome obstacles by careful thought.
There are eight types of cognitive ability that require close attention:

(a) Verbal ability: The ability to understahd and use spoken and written
language. ' : . o

(b) Numerical ability: The ability to solve arithmetic problems and deal with
numbers. ) ' -

(c) Reasoning ability: The ability to come up with solutions to problems and

~ understand the principles by which different problems can be solved.
- (d) Deductive ability: The ability ta reach appropriate conclusions from an
array of observations or evaluate the implications of a series of facts. .

(e) Ability to see relationships: This refers to the ability to see how things -
are related to each other and then apply this knowledge to other
relationships and solutions. » )

(f) Ability to remember: This refers to the ability to recall things ranging from
simple associations to complex groups of statements or senterices. '

(8) Spatialability: This s the ability to determine the location or arrangement
of objects in relation to one’s own position and to imagine how an object
could appear if its position or space were altered.

(f) Perceptual ability: The ability to "uncover visual patterns and see
relationships within and across patterns.

Different jobs require various blends of the above abilities. One needs to take the call
intelligently keeping information, things, situations, people in the background. This is
where creativity comes to play a great role. Creativity refers to the ability to produce a
good number of unique and novel responses to problems and opportunities.
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v Practical intelligence: It refers to the ability to devise effective ways of getting Personality
things done on a daily basis. People differ not only in cognitive ability but also
- in physical ability. There are two types of physical abilities - motor and physical
skill — that require elaboration here. A motor skill is the ability to physically
manipulate objects in an environment - such as reaction time, manual dexterity, NOTES
speed of arm movement, etc. The term physical skills refers to a person’s fitness
and strength — such as the ability to lift weights, stamina, etc. '

Both cognitive intelligence and practical intelligence are determined by biological as
- well as situational factors. Cognitive intelligence is determined by the genes we inherit
from our parents, whereas practical intelligence is gained through experience and
learning while dealing with situations that confront us on a daily basis.

1

SUMMARY

»  Personality is the sum total of unique ways in which an individual reacts and
interacts with others.

e  Each person is unique, has some stable patterns of behaviour and consistent
internal states.

e  The major determinants of personality are grouped under the following heads:
biological, personality, cultural, family and social and situational. .
e The big five personality dimensions are: extroversion, agreeableness,
. conscientiousness, emotional stability and openness to experience. )

#  Other important personality traits that managers need to be aware of in order
" to understand. workplace behaviour are: locus of control, authoritarianism,
Machiavellianism, Type A and Type B behaviour patterns, and the self-concept

¢ Togetthebest out of people and to ensure efficient and effective results, managers |
need to put the right man on the right job as well.

» In addition to possessing different personalitjes, employees also differ in their
abilities, or what they are capable of doing. The two major types of ability are
cognitive ability and physical ability. Emotional and social intelligence is what it
takes people to the top of career ladder in most cases.

REVIEW EXERCISES

1. How do you define personality? What are its major determinants?
2. What is the role of personality in the study of organisational behaviour?

3. Briefly explain the various theories of personality. How will you integrate various
theories to get a satisfying view of personality?

4. Describe the Type A and Type B behaviour patterns and describe the nature of
Machiavellianism. ‘

5. What are the major personality traits that managers need to be aware of in order
to understand workplace behaviour? '
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Organisational Behaviour 6. Write short note‘s on
o . The self-concept
e Locus of ccintrol
NOTES o Introvert vs. Extrovert

7. Personality is an organised whole, without which an individual would have no
meaning. Comment on the statement.

8. Critically analyse the statement that “the various psychological processes can be
~ thought of as pieces of jigsaw puzzle, and personality as the completed puzzle
plcture

' | 9. Why might two 1nd1v1duals whose personahtles are very s1m11ar behave
differently in a given situation?

10. Why is it important for managers to achieve person-]ob fit when they are hiring
employees? :

" 1I: Think of animportant eventin your I1fe Do you believe that the success or failure
of the event was your responsibility (internal locus of control) or the responsibility
of outside forces or people (external locus of control)? Has your belief changed
since the event took place? How does your locus of control affect the way you
now view the event?

12. Do you think that a Type A person or a Type B-person would be better suited to
managing a health care facility? Why?

13. Have you ever known someone you considered to be high in extraversion? If so,
what kind of jobs do you think they would perform best? Worst?

CASE STUDY _ Leftor Right

Rajinder' Kumar was a production ‘worker at Competent Motors Limited (CML) which made
components and accessories for the automotive industry. He had worked at CML for almost seven |
years as a welder, along with fifteen other man in the piant. All had received training in welding |
both on the job and through company-sponsored external programmes. They had friendly relafions |
and got-along very well with one ahother. They played volleyball in the playground regularly before
retiring to the quarters allotted by thé company. They were together in the company canteen
together, cutting jokes on each other and making.fun of everyone who dared to keep into their | .
privacy during lunch hour, Most of the fellows.had been there for some length-of time, except for

two mien who had joined the ranks only two monins back. .

Rajinder was generally considered to be the leader of the Qroup. so It was no surprise that when
the foreman of the crew was transferred and his job was posted, Rajlnder applled forthe job and
gotit.

There were only four other applicants for the job, two from mechanical section and two from
the outside, when there was a formal announcement of the appointment on a Friday afternoon,
everyone, in-the group congratulated Rajinder. They Ilteraily carried him on their shoulders, and
bought him snacks and to celebrate.’

- On Monday morning Rajender joined duty as Foreman. It was company practice for all foremen to
wear blue jacket and a white shirt. Each man’s coat had his name badge sewn onto the left side
pocket. The company had given two palrs to Rajinder. He was proud to wear the coat to work on
Monday. .
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People who saw him from a distance went up {o him and admired the new blue coat. There was
a Iot of kidding around calling Rajinder as 'Hero', ‘Raja Babu' and ‘Officer’ efc. One of the guys
went back to his locker and returned with a long brush and acted as though he were removing dust
particles on the new coat. After about five minutes of horseplay, all of the men went back to work.
Raijinder went back 1o his office to get more familiar with his new job and environment there.

At noon, all the men broke for lunch and went to the canteen to eat and enjoy fun as usual. Rajinder
was busy when they left but followed after (hem a few minutes later. He bought the food coupon,
took the snacks and tea and tumned to face the open canteen. Back in from the left-side comer of
the room was his old work group; on the right-hand side of the canteen sat all the other foremen in
the plant — all observed in their blue coats. )

At that point of time, silence descended on the canteen, suddenly, as both groups worked at
Rajinder anxiously, waiting to see which group he would eat with,

Questions | .
1. Whom do you think Rajinder will eat with? Why?
2. Ifyouwere one ofthe other foremen, what could you do to make Rajinder’s transition easier?
‘3. What would you have done if you were in Rajinder's shoes? Why?
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Theories of anrning
Summary

Review Exercises

5.1 INTRODUCTION

Tosurvive and flourish in abrutally competitive
world, it is not enough to improx}'e operational
efficiencies, cut costs or keep abreast of the
latest technological developments. Companies
need to explore new ideas, concepts, processes
‘through continuous learning, They need to
learn from suppliers, customers, employees,
competitors and from almost anyone who
matters. ‘Learning” may be defined as a relatively
permanent change in lehaviour or performance
resulting from experience or p:‘f;ctfce. This
definition contains many interesting points.

* Bring about change: Learning involves a change, though not necessarily
improvement in behaviour. Learning may be good or bad from an organisational
point of view. For example, bad habits such as reporting late for work, fighting
with co-workers when the supervisor is away, careless and reckless use of
facilities, etc., can be learned, especially, when management is viewed as weak or
not very effective in enforcing discipline. '

*  Results in relatively permanent change: The change brought about by learning
should be long lasting. Therefore, shortlived performance changes that typically
occur prior to the visit of a top management team should not be confused with
learning.

*  Arises out of experience or practice: The change in behaviour should occur as a
result of experience, practice, education or training. Any change in an individual’s
thought processes or attitudes, if not accompanied by change in behaviour should
not be interpreted as learning.
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»  Learning through reinforcement: Reinforcement is the process by which an Learning
external reinforcer or reward produces and maintains a behaviour. Rewards
for workers who are regular and sincere to their work, would induce others to
learn such behaviours. Reinforcement increases the strength of response and
tends to induce repetitions of the behaviour that precedes the reinforcement. The
practice of learning; thus, must be reinforced in order that learning occurs: If
reinforcement does not accompany the practice or experience, thé behaviour will
eveﬁmally disappear. '

NOTES

o  Differences in the learning process: There are individual differences in the
'_ learning process. Twoindividuals whoundergo similar experiences—forexampile,
transfer of two professors working in Mumbai to two different locations, one to
Lucknow and another to New Delhi probably will differ in terms of acquisition of
skills, knowledge and ability to adapt appropriately to new challenges posed by
such transfer (finding a school for kids, adjusting to local customs and traditions,

etc.) '

5.2' THEORIES OF LEARNING

Classical and Operant Conditioning
Cperant Conditioning

It's time For -
food. T should

press the lever. ,,;SI_;;

Classlcal-Conditioning )

A
. ' There goas
(=~ - the bell, 1¥'s
N time For Food.
- 3 bt b

People learn new behaviours through one or more of the four learning processes -
classical conditioning, operant conditioning, observational learning and cognitive
learning.

1. Classical Conditioning: It is a simple form of learning in which a conditioned
response is linked with an unconditioned stimulus (a stimulus is something that
incites actions and draws forth a response). Ivan Pavlov, a Russian psychologist,
developed classical conditioning theory based on his experiments to teach a dog
to salivate in response to the ringing of a bell.
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Before conditioning

When Pavlov
(unconditioned stimulus)  to
the dog, he noticed a great deal
of salivation (unconditioned
response). Pavlov termed the food
an unconditioned stimulus because
food automatically led to salivation
(that is, an unconditioned response)
When the cog saw the meat, it
salivated.

On the other hand, when Pavlov
merely rang the bell (neutral
stimulus), the dog did not salivate.’

Pavlov

offered meat o

After conditioning

Pavlov subsequently introduced the
sound of a bell (artificial stimulus
or conditioned stimulus) each time
the meat (unconditioned stimulus)
was given to the dog. Thus, when
the bell was paired with the meat,
it produced a response. The dog
eventually learned to salivate in
response to the ringing of the bell
even when there was no meat.
(conditioned stimulus leading to
conditioned response) Pavlov, thus,
had conditioned the dog to respond
to a learned stimulus. This is known
as the “law of exercise’ which states
that behaviour can be learned by
repetitive association between a
stimulus and a response. ‘

In organisations, however, only
simple behaviours and responses
can be learned in this way. For
example, if the boss were to
reprimand an employee for poor
performance every Monday
during a month, the next time
the employee recéives a call from
the boss, he becomes extremely
nervous, because of this association.
Also, classical conditioning does
not explain situations where
people choose a course of action
in a rational and objective manner.
In actual practice, managers are
more interested in how employees
behave voluntarily and freely (as
opposed to involuntary and reflex
responses) in an organisational
setting. -
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-2, Operant Conditioning: Operant is defined as voluntary or learned behaviour

(as against reflexive or unlearned behaviour suggested by classical conditioning)
that produces effects. Operant conditioning, according to Skinner, is based on
the premise that people learn to behave to obtain something they want or avoid
something they do not want. Behaviour, thus, is function of its consequences,

~ and not a function of inner thoughts, feelings, emotions or perceptions as

suggested by classical conditioning. People, in short,



@'-P%’_ @ ‘ -%"%} Operant.behaviour, therefore, is something that is

Opgrant"Conditiqning:-Learned Behaviqurﬂ

el h? learned as against something that is reflexive or
\.es®, 1 unlearned.
»qﬁd/
A A
Skinner

learn to behave to get something they want or to avoid something they don’t want.
Operant behaviour, therefore, is something that is learned as against something
that is reflexive or unlearned. The consequences of a given behaviour would

~ ultimately decide whether the same behaviour is likely to occur in future ornot. As

aresult, behaviours that are rewarded (or reinforced) get repeated and behaviours
that are punished (or not reinforced) are avoided (known as the Law of Effect).
An employee who receives a written disciplinary warning after submitting a
report 24 hours late is more likely to submit the report on time next month. The
consequences, according to Skinner, determine the likelihood that a given operant
will be performed in future. If, as a manager, you want more of behaviour, you
must make the consequences for the individual positive. Skinner’s emphasis here
is on consequences that can be manipulated rather than consequences inherent
in the behaviour itself. C

Features Classical conditioning Operant condijtioning
Type of association =~  Between thestimuli e  Between a response
_ State of the subject e Passive . and its consequences
Focus of attention *  On what produces »  Active
Type of response response e Onwhat follows
typically involved ~ o  Involuntary response
Range of responses , response . « . Voluntary response
Responses learned »  Relatively simple «  Simple to highly .
»  Emotional complex
responses: fear, likes ¢  Goal-oriented

and dislikes responses

(S.E.Wood, E.G.Wood, The World of Psychology, Allyn and Bacon, Boston, 1996)

3. Cognitive Learning: Cognition refers to an individual’s ideas, thoughts,

knowledge, interpretations, understandings, etc. about -himself and his
environment. According to Cognitive Theory—proposed by Tolman and
Kohler—learning is considered to be the outcome of deliberate thinking about a
problem or situation both intuitively and based on known facts and responding in
an objective and goal-oriented way. Edward Tolman, using rats in his laboratory,
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Organisational Behaviour explained how the rats learned to throw a complicated maze toward their goal of

' food. It was found that rats developed expectations at every choice point in the
maze. They, thus, learned to expect that certain cognitive cues related to the choice
point could ultimately lead to food. If the rat actually got the food, the association
between the cue and the expectancy was strengthened, and learning took place. As
against the 5-R and R-Slearning in the classical and operant approaches, Tolman’s
approach could be described as S-S (stimulus-stimulus or learning the association

~ between the cue and the expectancy. The theory became highly popular in 1940s
and 1930s and in fact several'tra_ining programmes were designed along sirnilar
lines. The training programmes, basically, aimed at strengthening the relationship
between cognitive cues (supervisory, organisational and job procedures) and
worker expectations (incentive payments for good performance). The assumption |
was that the worker would learn to be more productive by building an association _
between taking orders or following directions and expectancies of monetary
reward for this effort. Along similar lines, Kohler and his team were interested
in finding how animals solved problems confronted by them. Chimpanzees were
put in a cage with some fruit placed tantalisingly out of reach. A stick was kept -
in view, so that the chimpanzees employ the stick as a tool to bring the fruit into
the cage. Expectedly, chimpanzees retrieved the fruit and Kohler proposed that
the chimpanzees solved the problem through the use of insight. :

NOTES
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According to Cognitive Theory-—proposed’
by Tolman and Kohler—learning is
considered to be the outcome of deliberate
thinking about a problem or situation both
intuitively and based on known facts and
responding in an objective and goal-
oriented way. Edward Tolman, using rats
in his laboratory, explained how the rats
learned to thrdw_f a complicated maze
toward their goal of food. :

Edward Tolm'an. '

4. Social Leaming: People can learn through observation and direct experience
(also known as vicarious learning which means capturing the lessons of others’
experiences). Social learning takes place when people observe the behaviour of
others, note their consequences and alter their own behaviour as a result. Thus,
social learning is nothing but acquisition .of knowledge through proceésing of
information. Watching the boss reprimand someone for being late, would simply
make you learn the importarice of being punctual. People supposedly learn
behaviours and attitudes at least partly in response to what others expect of them.
Like operant conditioning, social learning theory also states that behaviour is a
function of consequences. '
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5.2.1 Elements of Social Learning ' _ , Learning

1. Modelling: As noted above, people learn a lot by simply observing others and
nodelling those behaviours that seem to lead to favourable outcomes and avoiding
behaviours that invite negative consequences. The person whose behaviour NO'["ES
is imitated (usually, parents, teachers, peers, motion picture and television
performers, bosses, etc.) is referred to as the model. In a social setting, when those
at the head of the table at a formal dinner begin to eat, their actions let the other
diners know that starting to eat is now appropriate. According to Bandura, for
people to learn by observing models, several processes must occur:

* Attention: The learner must pay careful attention to the model; the greater
the attention, the more effective the learning will be.

¢ Retention: The learner must have good retention of the model’s behaviour.
For fairly obvious reasons, the learner will not be able to remember complex
behaviour patterns or complicated sequence of operations enacted or
carried out by the model. The behaviour being observed and imitated must
be relatively simple. We cannot learn from observmg behaviour we do not
even remember.

* Reproduction: The learner must have the physical ability to imitate the
behaviour observed. Even after watching the cricket ball being hit with
tremendous speed and mesmerising skill on television again and again, we
may not be able to send the ball to the fence like Sachin Tendulkar. Also, the
behaviour observed must be concrete, not intellectual. We probably cannot
learn through simple observation how to write computer software.

e Reinforcement; Finally, the learner must have some motivation to learn
from the model. Obviously, we don’t emulate every behaviour we observe.
Instead, we concentrate on those we have some reason or incentive to match
—such as actions where others were praised and rewarded profusely.

2, Self—efﬁcacy According to Bendura, behavioural modeliing enhances employees’
self-efficacy. They gain more self-confidence when they observe others doing
the job rather than merely told to execute the same using discretion. Research
evidence also suggests that peopte who think they can perform well on a task
(high self-efficacy) do better than those who think they will fail (low self-efficacy).
People with high self efficacy believe that they have the necessary ability for
a given job, that they are capable of the effort required, and that no outside
events will hinder them from attaining their desired performance level. In
contrast, people with low self-efficacy believe that no matter how hard they try,
they cannot manage their environment well enough to be successful. Through
constructive pointers (a pat on the back, ‘athumbs up’ sign, appreciative looks)
positive feedback, rewarding small successes, etc. managers can help improve
the self-efficacy of employees.
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Self-confidence in one’s ability to accomplish and succeed in
organisational task - ‘

According to Bendura, behavioural modefling enhances employees’
self-efficacy. They gain more self-confidence when they observe
others doing the job rather than merely tald to execute the same using
discretion. '

3. Self-control and Self-reinforcement: This is the final element of social learning
theory. Self-reinforcement occurs whenever an employee has control over
a reinforcer but does not embrace the reinforcer without completing a self-
determined goal, like, for example, the employee does not want to take any
break before completing the assigned work, out of a strong, self-induced desire
to complete the assignment to the best of his abilities. When employees begin to

~ learnbehaviours both on and off the job (like running a software package, carrying’
out performance appraisal, resolving pending customer complaints, etc. on their
own, exercising what is called self-control, managers can spare themselves from.
the gruelling tasks of supervising and controlling from close quarters. In modern
organisations, employees in supervisory roles have to inspire themselves through
self-reinforcers because there is very little that they could get from “up-stairs”
in the form of either positive reinforcement or punishment.

SUMMARY

s  Learning is a relatively permanent change in behaviour or performance resulting
from experience or practice. People learn new behaviours through one or more
of the four learning processes — classical conditioning, operant conditioning,
observational learning and cognitive learning.

o  People learn a lot by simply observing others and modelling those behaviours
that seem to lead to favourable outcomes and avoiding behaviours that invite
negative consequences. '

REVIEW EXERGISES

1. Describe the basic differences between classical conditioning and operant
conditioning. Which type is most important for managers? Why?

Explain the concept of learning, supported by examples.

Outline the important elements of learning. Can learned behaviour be forgotten?
Explain the following briefly: _

(7) Shaping (b) Punishiment (c) Self-effiéacy (d) Law of effect

70 Self-Instructional Material



5. ‘Learnirig theory can be used to explain behaviour and to control behaviour”.
Examine the validity of the statement.

6. “Any observable change in behaviour is prima facje evidence that learning has
taken place”. Comment on the statement.

7. Discuss a situation wherein you have employed behaviour modification to
influence someone’s behaviour. What did you do actually and what was the
outcome? '

8. How can managers use social learning theory to achieve. desired employee
behaviours?

9. “Learning is involved in almost everytlung that everyone does”, Explain.

10. “Behaviour is a function of its consequences”. Do you agree? Why?

11. Discuss how behaviour modification operates to motivate people? Why is it still

important to understand people’s needs when using this approach?

12. Overall do you think that managers will be able to more effectively change their
subordinates’ performance by using reward or by using punishment? However,
you answer what specific steps would you take to make these efforts most
effective? Explain your recommendations.

E ASE ST“]]Y I Difficult to Change

‘People Indeed

Raghu Ram's new job as safety and welfare manager with Marutl Construction Ltd (MCL) alarge |.

construction outfit from South India, was extremely challenging. Construction industry in India
had one of the worst accident records of all industries in recent times, thanks to the pressure on
construction companies to complete projects at an unbelievable pace to meet deadlines set by
highly demanding customers. MCL's safety record was, of course, better than its counterparts but
it was still a matter of great concern. Raghu's understanding of the situation made him believe that
when it comes to safety, workers generally resort to shori cuts. For example, when it was mandatory
to use protective goggles, gloves and face masks while emptaying power cutter, workers ignored
the same completely and felt it was an inconvenient and time wasting tactic. Since site managers
and supervisors were under great pressure to meet predetermined targets, they also turned a
blind eye to such unsafe practices. They were more interestad in getting the work done on time.

Raghu examined the situation carefully and felt that changing workers' attitude toward safety
practices through an education campaign might not work. He knew that to have any impact their
behaviour need to change. He also knew that various previous attempts to improve safety, initiated
by his predecessor, had failed. These included poster campaigns and lectures from safety experts
and sometimes even from medical staff..

Raghu, without wasting much time, came to the conclusion that he should come down very heavily
on those who indulge in unsafe acls. Site managers were also sirictly instructed lo this effect and
were asked to reprimand people severely and cut the salaries of those not observing safety rules.
Most of their reprimands were given to accident victims or (when it was not the victim's fault) others
involved in causing the accident. ‘

The policy seemed to work initially. The first few weeks of the campaign went off peacefully, with a
perceptible decrease in accidents. When he discussed the issue with site managers in an excited
mood, they did not share his pleasure. Inmediately after the meeting, one of the site managers

Self-Instructional Material

Learning

NOTES

)



Organisational Behaviour

-NOTES

touk Raghu to a nearby coffee shop and expfained why the policy seemed to work the other way
round. The operatives simply were not reparting normal accidents (unless they were really serious)
to avoid punishment. As a result of this, the relationships between site managers and operatives
had also deteriorated. Site workers did not like site ‘managers reprimanding their unforiunate
colleagues who were still shaken and in pain after an accident.

Questjons
1. Uslng the concepts and terminology of behaviour modification, explain what went wrong
and why.

2. Offer suggestions abaut how Raghu might have gone about changing his goal by a more
successful route, using OB Mod scheme.

(Adapted from J. Arnold et. al., Work Psychology, Longman, London 1991)
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I 6.5 Herzberg's Two-Factor Theory

6. MOTIVATION: CONCEPT
AND THEORIES |

6.1 Introduction
6.2 Importance of Motivation . |
6.3 The Process of Motivation : '

64 Theories of Motivation: Maslow’s Need Hierarchy Theory

6.6 McGregor's Theory X and Theory Y |
67  William Ouchi’s Theory Z :
Summary

Review Exercises

6.1 INTRODUCTION

Motivation is the work a manager performs to inspire, encourage and impel people to
take required action. Itis a process of stimulating people to action to accomplish desired
goals.”It is the process by which a person’s efforts are energized, directed and sustained toward
attaining a gonl “(Robbins, 2010). A highly motivated person will put his heart and soul
into a job and complete the same to the best of his abilities. The essential job of every
manager is to attract and retain talent by striking a happy baldnce between what the
new recruit wants and what the organisation can offer in terms of stimulating growth
opportunities, incentives and rewards. The process of motivation is characterised by
the following: '

s  Motivation is an internal feeling: Motivation points to energetic forces within
individuals that drive them to behave in certain ways and to environmental
forces that trigger these drives.

»  Motivation produces goal-directed behaviour: Motivation has got a profound
influence on human behaviour, it harnesses human energy to organisational
requirements. There is the notion of goal-orientation on the part of individuals,
their behaviour is directed towards something.

e  Motivation contains systems orientation: What inspires people to commit
themselves to assigned work is influenced by the nature of work, the merital
make up of people and the environmental forces. One should look at all these

influencing factors to find out why people are not putting their best foot forward.

Motivation: Concept
and Theories

NOTES
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Motivation can be either posmve or negative: Positive motivation or the carrot
approach offers something precious to the person in the form of additional pay,

incentives, praise, etc. for satisfactory performance. Negative motivation or stick

approach emphasises’ penalties while controlhncr performance (Yepnmands,
threat of demotion).

Motivation means bargaining: Bahaviour is what people do. Motivation is
why they do it. Barnard explained motivation in the form of ‘inducements- -
contribution’ theory. It focuses on workers and organisations endeavouring to
find what payouts (indﬁcements) to workers in exchange for what degree of
cooperation {contributions) from workers will be sahsfactory to both parties. The
problem of motivation then becomes one of arriving at compensation to workers
that will coax them the output that is required.

Motivation is different from job satisfaction: Motivation is the drive to satisfy a
want or goal. It is concermed with goal-directed behaviour, Satisfaction rzfers to
the contentment experiences when a want is satisfied. The term ‘satisfaction, is
used to analysé outcomes already experienced by an emplovee’. Saiisfaction is a
consequence of rewards and punishments associated with past experience.

Motivation is a continuous process: Man is a wanting animal. As one need gets
satisfied, another need arises causing d person to seek gratification. A'variety of
needs, therefore, influence people at different points of time. Managers, therefore,
shoulfl initiate steps to meet these on a daily basis. Motivation is a-never ending

process. ‘

[

6.2

' IMPORTANCE. OF MOTIVATION
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The success of an organisation ultimately depends on how effectively managers are
able to motivate their subordinates. In the words of Allen, ‘poorty wiotivated people can
nullify the soundest organisation’. The following points bring out the importance of
motivation in modern organisations:

1. Productive use of resources: Modern organisations work through physical,

tinancial and human resources. The utilisation of physical and financial
resources depends on the willingness of people to work. Motivation enables
people to convert physical and financial resources into useful products. It helps
‘management to get the best out of human as welil as non-human resources.

Increased efficiency and output: Motivation enables people to work

enthusiastically. As we all know, performance is a-product of not merely ability to
coa task but the willingness to do the'same with zeal and enthusiasm. Motivation

_ bridges the gap between the ability to work and the willingness to perform

‘whole heartedly and thereby to increase the overall efficiency and output. This,
uitimately, helps in reducing the cost of operations.

Achievement of goals: Motivation causes goal- directed behaviour. It helps |
people to move in a desired direction and earn rewards. In or, ganisations where
managers try to understand the needs of employees and institute appropriate
Jincentive systems, accomplishment of goals is fairly easy. If people are not




properly motivated, no useful purpose can be served by planning, organising '

and staffing functions.

4. Development of friendly relationships: Motivation brings-employees closer to
the organisation. The needs of employees are met through attractive rewards,
promotional opportumhes, etc. Employees begin to take more interest in
organisational work. Their morale would improve. They begin to think that the
enterprise belongs to them and there is no difference between the interests of
the enterprise and their own interests. This helps in developing cordial relations
between management and workers.

5. Stability in workforce: Aftractive motivational schemes satisfy the need of
employees. As a result, ‘their commitment to organisational work increases.
Employees do their tasks loyally and enthusiastically. They are not tempted
to leave the organisation. This means reduced employee turnover. Further,
satisfaction on the job means reduced absenteeism. Employees attend to their
work regularly and sincerely so as to earn rewards. The organisation benefits
because it is able to maintain a stable workforce. The skill 4nd competence of
employees continue to be available to the organisation. This enhances the image
of the firm and helps it to secure the services of competent people. .

-

6.3 THE PROCESS OF MOTIVA_TION

The way people get motivated is actually a coniplex process. As mentioned eartier,
it is impacted by several forces. However, in a simple model of motivation people
have certain needs that motivate them to perform specific behaviours for which they
receive the reward that feedback and satisfy the original need. '

Identified

aviours
need Beh

| Motivation [z

L Oy

‘ - Feedback Reward informs you whether behaviour worked and should be used again.

Fig. 6.1 A Simple Model of Motivation

"For example, you find you are hungrv (need) which impels you tc seek food (motive).
You buy a burger and eat it (behaviour) which provides satisfaction {reward) and
informs you (feedback loop) that burgers will reduce hunger and so should be bought
in future as well—whenever you are hungty. In an organisation as an hourly worker
you may desire more money {need) which impels you (motivates) to work more
nours {(behaviour), which provides you with more money (reward) and informs you
(feedback loop) that working more hours will fulfill your need for more money in the
future. - ) .

Morivation: Concept
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HIERARCHY THEORY

NOTES

Maslow’s Hierarchy of Needs Theory proposes that people
are motivated by multiple needs and that these needs exist in a
{hierarchical order. The essential components of the theory may be
stated thus:

Adult motives are complex No single motive determmes
behaviour, rather, a number of motives operate at the same
time.

Needs from a hierarchy. Lower level needs must at least partly be satlsﬁed before
higher level neéds emerge. In other words, a higher order need cannot become
an active motivating force unhl the precedlng lower order need is essentially

" satisfied.

A safisfied need is riot a'motivator. A need that is unsatisfied activates seeking
behaviour. If a lower level need is satisfied, a higher level need emerges. Higher
level needs can be satisfied in many more ways than the lower level needs.

People seek growth. They want to move up the hierarchy of needs. No person is
content at the physioclogical level Usually people seek the satisfaction of higher
order needs.

Human beings are influenced b} deprlvat1on—mohvahon—gratmcatlon cycle
almost all the time. The deprivation of food, sex, safety, love, affection, etc.
compels people to find ways and means to satisfy themn—that is, their lack of
satisfaction causes a deficiency that motivates people to meet these needs.

Maslow’s hierarchy of needs - as shown in Fig. 6.2 - lists human drivers in order of _
relative importance. Stronger, instinctive, more animal-like drivers sit at the bottom

‘ _ of the hierarchy. The top of the list has weaker, but more advanced, human needs.
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Maslow says people generally move up the hierarchy; progressing up the list is the
essence of motivation. Once people have enough to eat, they start to look around for
physical safety. Once they have esteem they move towards self-actualization.

Self-
Actualization
Pursue Inner Talent
Creativity Fulfillment

' Self-Esteem .
" Achievement Mastery '
Recognition Respect
. Belonging - Love .
: : Friends Family Spouse Lover
‘ Safety -
Secumy Stability Freedom from Fear ‘
. Physiological - ‘
- Security Stability Freedom from Fear e

‘Fig. 6.2 Maslow’s Hierarchy of Needs




Physiological needs: These are the most basic human physical needs that preserve
human life and include needs for food, clothing and shelter. They are the most
basic of all human needs and must be satisfied at any cost. They take precedence
over other needs when thwarted or not satisfied. Man lives by bread along, when
there is no bread. These needs are generally identified with a particular organ
in the body (hunger—stomach, etc.). Physiological needs are essentially finite.
An individual demands only a particular amount of these needs. (You do not
have to eat all items of food at once) at any poinit of time (like 3 Rotis for lunch;,
_another 2 for dinner, etc.). After reasonable gratification, they are no longer
demanded and hence not motivational. They must be met repeatedly (morning,
noon, evening, night time, etc.) within relatively short time periods to remain

fulfilled. Satisfaction of physiological needs is usually associated not with money.

itself but what it can buy. The value of money diminishes as one goes up the
hierarchy. Physiological needs are relatively independent of each other.

Safety needs: Once physiological needs are reasonably satisfied, a person
begins to think about safety needs. These needs are concerned with protection
from physical danger (fire, accident) and economic security (benefits, pension,
insurance). People seek to get away with arbitrary, unpredictable managerial
actions as well. They want to live in an orderly and safe work environment,
and do not want to get stressed arising out of unacceptable managerial actions.
Essentially, safety needs are concerned with protection from hazards of life; from
danger, deprivation and threat. Safety needs are primarily satisfied through
economic behaviour. Organizations can influence these security needs either
positively —through pension schemes, insurance plans - or negatively by arousing
fears of being fired or laid off. Safety needs too, are motivational only if they are
unsatisfied. They have finite limits.

Social or love needs: After the lower order needs have been satisfied, the social -

or love needs become important motivators of behaviour. Man is a gregarious
" being and he wants to belong, to associate, to gain acceptance from associates,
to give and receive friendship and affection. Social needs tend to be stronger for
some people than for others and stronger in certain situations. Social needs have
certain features in common: They provide meaning to work life. Individuals
are not treated as glorified machine tools in the production process. People
congregate because of mutual feelings of being beaten by the system. They seek
affiliation because they desire to have their beliefs confirmed. Social needs are
regardéd as secondary because they are not essential to preserve human life.
They are nebulous because they represent needs of the mind and spirit, rather
than of the physical body. Social needs are substantially infinite. Social needs are
prirnarily satisfied through symbolic behaviour of psychic and social content.
Where these are not met, severe maladjustment is probable; where the hunger
for companionship is assuaged the mental health of the organism is once again
on a better base. .

The esteem needs: Esteem needs are of two typés: self-esteem dnd esteem
of others. Self-esteem needs include those for self-confidence, achievement,
competence, self-respect, knowledge and for independence and freedom. ‘Esteem
of others’ includes reputation, status and recognition. ‘Satisfaction of esteem needs
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‘ of being useful and necessary in the world’. (Maslow) Thwarting those results in
feelings of inferiority, weakness and helplessness They do not become motivators -
: until lower level needs are reasonably satisfied. These needs are insatiable; unlike
NOTES ' lower other needs, these needs are rarely satisfied.

5. The self—actualizahun needs. These are the needs for reahzmg one’s full potential
and self fulfillment. “5elf-fulfilling people are rare individuals who come close to
living up to their full potential for being realistic, accomplishing things, enjoying
life, and generally exemplifying classic human virtues.” (For example, Gandhi,
Nehru, meoln Roosevelt, Einstein, etc.) Self-actualization is the desire to become
what one is capable of becoming. A musician must make music, a poet must
write, a general must win battles, an artist must paint, a teacher must teach if he
is.to be ultimately happy. What a man CAN be he MUST be. Self-actualization
is a ‘growth’ need. Self-actualization needs have certain features in common:

» The specific form that *hese needs take will vary greatly from person
to person. In one person it may be expressed materially, in still another,
aesthetically. _ :

s Self-realisation is not necessarily a creative urge. It does not mean that one
must always create poems, novels, paintings and experjments. In a broad
sense, it means creativeness in realising to the fullest one’s own capabilities;
whatever they thay be. :

» The way self-actualisation is expressed can change over the life cycle. For
example, Bjorn Borg, Rod Laver, and Pele switching qver to ccmchmg after
excelling in their respective fields.

» These needs are continuously mohvatlonal for examp]e scaling mountams,
winning titles in fields like tennis, cricket, hockey, etc. The need for self-
realisation is quite distinctive and does not end in satisfaction in the usual

. sense.

'« These needs are psychological in nature and are substantially infinite,

* The conditions of modern life give only Jimited opportumtv for these needs
to obtain expression.

Evaluation : . C-
Maslow’s theory has been criticised on the following grounds:

.10 Theoretical difficuities: The need hierarchy theory is almost a non-testable theory.
It defies empirical testing, and it is difficult to interpret and operationalise its
concepts. For example, what behaviour should or should not be included in each
need category? What are the conditions under which the theory is operative?
How does the shift from one need to another take place? What is the time span for
the unfolding of the hierarchy? Maslow seems to have oversumphfxed a complex
motivational process. The theor) over the years, not surpnsmg]y has recewed
little clear and consistent research suppart.

2. Research methodology: Maslow’s model is based on a relatively small sample of
subjects. Jtis a clinically derived theory and its unit of analysis is the individual.
Maslow, recognising these limitations, presented the model “with appologies to
those who insist on conventional reliability, validity, sampling, etc.”
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Superfluous classification scheme: The need classification scheme is somewhat
artificial and arbitrary. Needs cannot be classified into neat watertight

compartments, a neat 5 step hierarchy. The model is based more on wishes of what

man SHOULD BE than whathe ACTUALLY IS. Some critics have concluded that
the hierarchy should be viewed merely a two-tiered affair, with needs related to
existence (surwval) at the lower level and all other needs grouped at the second
level. .

Chain of causation in the hierarchy: There is no definite evidence to show that
once a need has been gratified its strength diminishes. It is also doubtful whether
gratification of one need automatically activates the next need in the hierarchy.
The chain of causation may not always run from stimulus to individual needs
te behaviour. Further, various levels in the hierarchy imply that lower level
needs must be gratified before a concern for higher level needs develop. Inareal
situation, however, human behaviour is probably a compromise of various needs
acting on us simultaneously. The same need will not lead to the same response
in all individuals. Also, some outcomes may satisfy more than one need.

Needs—crucial determinants of behaviour: The assumption that needs are the
crucial determinants of behaviour is also open to doubt. Behaviour is influenced
by innumerable factors (not necessarily by needs alone). Moreover, there is
ample evidence to show that people seek objects and engage in behaviour that

-are in no way connected to the gratification of needs. It is also worth noting that

the Maslow’s model presents a somewhat static picture of individual needs*
structure. The fact that the relative mix of needs changes during an individual’s
psychological development has been i ignored. In addition, a longitudinal view
of needs is totally missing. The needs of workers change over time inevitably.
According to one authority, in the 1940s and 1950s job security ranked as the
most important thing that workers wanted from their jobs. In the 1960s and 1970s
interesting work ranked first. Owing to these limitations, the need priority model
provides, at the best, an incomplete and partial explanation of behaviour.

Individual differences: Individuals differ in the refative intensity of their various
needs. Some individuals are stronglv influenced by love needs despite having a
flourishing social life and satisfying family life; some individuals have great and
continued need for security despite continued employment with enormous fringe
benefits. Young workers have greater esteem and self-fulfillment deficiencies
than the older workers. Culturally disadvantaged employees may feel stronger
deprivation of biological and safety needs, whereas culturally advantaged
emplovees prefer satisfaction of l‘nghe1 order needs. Educated employees place
a premium on challenging tasks. In comparison, less educated employees pr efer
routine and standardised jobs. The picture will be very confusing if we apply the
theory in different countries with cultural, religious differences. In one case black

"managers had a greater lack of need fulfillment than their black counterparts in

almost every category. Surveys in Japan and Continental European countries
show that the model does not apply to the managers. Cultural, religious,
environmental influences play.a major role in determmmg the need priority in
various countries. - '
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- Maslow is not the final answer in work motivation. Maslow’s model should be viewed
at best as a general description of the average individual at a specific point in time; it
-' NOTES i must be viewed as a general theoretical statement, a hypothetical construct rather than
- an abstraction from field research. Even in its awkward form, the model seems to apply
to underdeveloped countries. A survey of 200 factory workers in India points out that
théy.give top priority to lower level needs’. According to other studies, the model
. seems to apply to managers and professional employees in developed countries like
‘ . UK; USA. The need priority model is useful because of its rich and comprehensive view :
' _of needs. The theory is still relevant because needs no matter how they are classified,
are important for understanding behaviour. It is simple to understand that it has a ,
commonsense appeal for managers, It has been widely accepted—ofteri uncritically,
because of its immerise intuitive appeal only. It has sitrvived, obviously more because
of its aesthetics than because of its scientific validity.

E

6.5 HERZBERG'S TWO-FACTOR THEORY

Herzberg analysed the job attitudes of 200 accountants and engineers who were asked
to recall when they had felt positive or negative at work and the reasons why. From
this research, Herzberg éuggesﬁed a two-step approach to understanding employee
motivation-and satisfaction: The. results indicated that when people talked about
feeling good or satisfied they mentipned features intrinsic to the job and when people
talked about feeling dissatisfied with the job they talked about factors extrinsic to the
job. Herzberg called these Motivation and Mairitenance factors respectively.

Dissatisfiers - - Motivators
Working
conditions
Policies and i
administrative .
practices - Recognition
Salary - .
and Bengfits - Achievement
Supervision .
Advancement
Job security
" Co-workers o Growth
Personal lifa
' Responsibility

Jab challenge

S Fig. 6.3-l-ierzberg’s Hyglene and Motivational Factors

. Hy'gie.n‘e Factors (Maintenance Factors): Hygiene factors represent the need to
avoid pain in the environment. They are not an intrinsic pait of a job, but they
are related to the conditions under which a job is performed. They are associated
with negative feelings. They are environment related factors, hygienes. They
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must be viewed as preventive measures that remove sources of dissatisfaction
from the environment. Like physical hygiene they do not lead to growth but
only prevent deterioration. Maintaining a hygienic work environment will not

improve motivation ariy more than garbage disposal or water purification. Mr. -

Fictitious, who is in excellent health will not become dny healthier by eating food
but if he does not eat food he may become sick and die.-Hygiene factors produce

. no growth in worker output but they prevent loss in performance caused by

work restriction.

Motivators: Motivators are.associated with positive feelings of employees about
the job. They are related to the content of the job. They make people satisfied with
their job. If managers wish to increase motivation and performance above the
average level, they must enrich the work and increase a person’s freedom on the
job. Motivators are nlecessary to keep job satisfaction and job performance high.
On the other hand, if they are not present they do not prove highly satisfying.

Managerial Implications: The implications of the two factor theory for managers’
‘are quite clear. Providing hygiene factors will eliminate employee dissatisfaction

but will not motivate employees to high achievement levels on the other hand,
recognition, challenge, growth opportunities are powerful motivators and will
promote high satisfaction and performance. The manager’s role is to eliminate
dissatisfies—that is, to provide hygiene factors sufficient to meet basic needs - and
then use motivators to meet higher - order needs and propel employees toward
greater achievement and satisfaction. )

Depé{rture from the Traditional \iiew

- Traditionally, job satisfaction and dissatisfaction were viewed as opposite ends of a
single continuum, when certain things are present on a job—good pay, opportunity
for growth, healthy working environment—the employee will be satisfied. When they
are absent, he is dissatisfied. The absence of dissatisfaction is satisfaction. -

Traditional View
v _ . Ty
Dissatisfaction . Satisfaction
Herzberg's View

Hygienes

|
§ — }

No satisfaction . Satisfaction
Motivators
§ 3
No-satisfaction =~ S . Satisfaction -

Fig. 6.4 Herzberg's View of Satisfaction and Dissatisfaction

[

Herzberg's findings indicate that dissatisfaction is not simply the opposite of
satisfaction or motivation. One can feel no dissatisfaction and yet not be satisfied.
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Organisutional Behaviour . Satisfaction and dissatisfaction appear to be somewhat independent. They are not
-viewed as symmetrical items on a single scale, rather, they are viewed as attributes
of different scales. The factors that cause dissatisfaction are different from those that-
result in satisfaction. Satisfaction is affected by motivators and dissatisfaction by

NOTES h)}giene factors. . '

6.6 MCGREGOR’S THEORY X AND THEORY Y

Douglas McGregor proposed two distinct sets of assumptions about what motivates
people—one basically negative (labeled as Theov X) and the other basically positive
(labeled as Theory Y). The assumptions of both theories are summarised below: )

Assumptions of Thgoi’y Xand Y

Theory X Assumptions

Theory Y Assumptions

Employees inherently dislike work and
will try to avoid it.

Employees can view -work as being as
natural as rest or play. '

Since employees dislike work, they must
be coerced, controlled and threatened
with punishment to achieve goals.

People will exercise self-direction and
self-control if they are committed to the
objectives.

Employees will shirk responsibilities and
seek formal direction whenever possible.

Under proper conditions, employees do
not avoid responsibility.

Most employees want secufify above all
in their work and display little ambition.

People want security but also have other
needs such as self-actualisation and
esteem.

McGregor’s Approach

Theory X

TheoryY -

| Production centered

Employeé-cen tered

Aufocratic

Democratic

External control

.| Internal control

A. Closer supervision
Initiating structure
Directive
Management's role:
Organising, directing

General supervision
Consideration
Supportive

| Challenging jobs, growth opportunities

employeé involvement in decisions

Emphasis on control
coercion and puhishment

Emphasis on growth, autonomy and
reward

People are lazy, lack ambition like to
be led, and are motivated strictly by
personal economijc concerns

People by nature enjoy work, want to do
well, and are motivated by self-control
and self-development
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Theory X: Theory X contends that people have an inherent
dislike of work and will avoid it whenever possible. Most
people, being lazy, prefer to be directed, want to avoid
responsibility and are relatively unambitious. They must
be coerced, controlled, directed or even threatened with
punishment to get them to work towards organisational
goals. External control is clearly -appropriate for dealing
with such unreliable, irresponsible and immature people.
Managers have to be strict and authoritarian if subordinates - AL ;
. are to accomplish anvthing. Theorv X thus, assiimes that lower-order needs
(Maslow) dominate human behaviour. Money, fringe benefits and threats of
punishment play a great role in putting people on the right track under this
classification scheme.

Theory Y: Theory Y presents a much more optimistic view of human nature.
Tt assumes that people are not, by nature, lazy and unreliable. They will direct
themselves towards objectives if their achievements are rewarded: Most
people have the capacity to accept, even to seek, responsibility as well as to
apply imagination, ingenuity, and creativity to organisational problems. If the

organisational climate is conducive, people are eager to work; and thev derive-

a great-deal of satisfaction from work, and they are capable of doing a good
job. Unfortunatelv, the present industriai life does not allow the employees to
exploit their potentia} fullv. Managers, therefore, have to create opportunities,
remove obstacles and encourage people to contribute their best. Theory Y, thus,
assumes that higher-order needs (Maslow) dominate human behaviour. In order
to motivate people fully, McGregor proposed such ideas as participation in
decision-making, responsible and challenging jobs and good group relations in
the workplace. '

Some Puzzling Questions

McGregor seems to have played a “very disturbing little joke”, unwittingly, by drawing

a sharp line of demarcation, between the two distinct perspectives of administrative
action. One is equated with tradition and the other is identified with change. One is
labelled as autocratic, control-centered and the other is glamorised as the epitome of
democratic governance. The impression that one might get from the discussion is that
managers who accept theory X assumptions about human nature exhibit a built-in
affinity for carrot and stick policies while theory Y managers exhibit a built-in devotion
to participative, behaviour-centered policies.

. Which theory is right?: According to theorv X. man is weak, sick and incapable
. of looking after himself. He is full of fears, anxieties, neuroses, inhibitions.
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Essentially he does not want to achieve but wants to fail. He, therefore, wants -
to be controlled. More dangerously it does not assume that people are lazy and
résist work, but it assumes that the manager is healthy while everybody else
is sick. It assumes that the manager is strong while everybody else is weak. It
assumes that the manager knows while everybody else is ignorant. It assumes
that the manger is right, wheré everybody else is stupid. These are nothing but
“assumptions of foolish arrogance.” (Drucker) .

"Now let us turn our attention to the so-called democratic theory based on the

needs of man, addressed to his managerial brethren by McGregor in a persuasive,
yet, forceful manner. Theory Y gives us an impression that everyone is mature,

. independent and self-motivated. Most of the writers, no wonder, glamorised the
. vision of a so-called administrative demdcracy (simply because it is good?). The

rationale behind this observation?, Whatever is autocratic is bad’ by definition.
This may not hold good always. Sometimes, managers may have theory Y

* assurptions about human nature, but they may find it necessary to behave in
" avery directive, controlling manner with some people in the short run to help

them ‘grow’ up in a developmental sense, until they are truly Y people. One

interesting question can be posed in this connection.

Is it possible for a theory X person to become a theory Y person?: Probably yes,
but only through “a fairly significant growth or development experiences over a
period of time”. Theory X places exclusive reliance on external control of human
behaviour while theory Y relies heavily on self-control and self-regulation. ‘This
difference is the difference between treating people as children and treating them
as mature adults. After generations of the former, we cannot expect to shift to the

 latter overnight’. (McGregor) Another interesting question to explore may be:

Will a theory Y person be a good manager? (automatically): Theory Y person,

no doubt; will have a greater potential for béing a good manager, especially, at
higher managerial jobs but he must have the relevant training and experience for.
this potential to become real. Theory X person might be more suitable in some
crisis, situations, and less appropriate in more routine and formalised situations.
The essential poirit is that theory Y may be a more desirable and productive
path, reflecting ‘a more reality centered view of people’, to follow. It may not be

" the best approach for all situations. The best approach, obviously, is one that is

appropriate to the nature of the work- done. Recognising this, McGregor stated
later that it was not his intention ‘to suggest more than that these (theory X’ and
theory Y) are examples of two among many managerial cosmologies’. For the
present, .let us say that under some conditions theory X works best and under
other conditions; theory Y works best. Perhaps-the optimum theory would be

- called theory. Z and would take into consideration the manager’s need to press

into service both approaches at one time or the other;

8.7 WILLIAM OUCHI'S THEORY 2

William Ouchi, after making a comparative study of American and Japanese
management practices, proposed Theory Z in early 80s. In the 80s the quality of -



products manufactured by US compahies was so bad that Motivation: Concept

when a Japanese company ordered an American car,. they and Theories
had to disassemble those cars, remove the defects and rebuild
them to meet Japanese standards. Rapid promotions, quick

NOTES

 decisions, vertical progressions, pin pointed responsibility,
control mechanisms charactefised American management . |
thinking. The ]apanese on the other hand believed in collective
responsibility, group” decisions, slower promotions, life time
employment, etc. The popular feeling was that Japan was
miles ahead of other nations—in terms of quality, productivity,
étc—due to these morale boosting measures.

- Differences in managerial thinking and philosophy (American vs ]apan):
The different assumptions between American and ]apnnese management may be
presented as follows.

»  Job Security: The Iapane.se Theory Z approach believes that people are a far foo
'valuable resource to be lost when the economy has a downturn. In a recession,
the Japanese.don’ t fire people, they will reduce their hours until things pick up.
By contrast, when a US company is in trouble, they waste no time laying people
off and as a result lose all the knowledge, skills, and expertise that go with them.

o Trust: The Japanese feel that you should never give people a reason to distrust
you. Loyalty is expected of all employees. In American companies, distrust and
suspicion are endemic. If a person or supplier is not dehv"rmg, the company will |
g0 elsewhere for a better deal.

¢ Decision-taking: In Japanese companies, everyone gets involved in \ the decision-
_taking process as part of their commitment to the orgamsatmn As a result, the
process is slow. In the US, dec151on—tak1ng is the responsibility of the few and S0

is quick. L. .

+  Teamwork: InJapan, organisational success is viewed as the result of team effort,
so it is illogical to reward individuals. In the US rewards are based on effort and
overall performance '

e Motivation and target- settmg The Japanese corporation rarely sets targets
for individuals—as a way of motivating them. They.believe that individual
motivation comes from others in the team. Consequently, a Japanese employee
would rarely get the first performance evaluation report during the formative
years. It will take many more years, before he gets the first promotion. By
contrast, the American corporation believes that the role of management is to set
their subordinates targets and ensure that these are met, using evaluation-and
promotion as incentives and rewards. )

Ouchi recognised these differences and decided to develop a hybrid, integrative
model, containing the best of both worlds. It takes into account the strengths of
Japanese Management (social cohesion, job security, concern for employees) as well as
American management (speedy decision-making, risk-taking skills, 1nd1v1dua1
autonomy, innovationand creativity) and proposes a ‘mixed US’Japanese management
system for modern organisations. Theory Z is an approach to management based

i - S Se{f-lnsn'ucrional Material 83



Organisarional Behaviour

_NOTES

r

- upon a combmatlon of American and Japanese management ph1losoplrue> and

characterised by, among other things, long-termjob security, consensual dECISIOH-
making, slow-evaluation and promotion procedures, and individual respons:letv
within a group context. The mixed/ hybrid system has the following chalaeterxs’acs

°  Trust:Trustand opennessare thebuilding
blocks of Theory Z. The organisation
must work toward trust, integrity and
openness. One of the favourite quotes
in Japan is that ‘you should never
give people reason to distrust you'. In
such an atmosphere of mutual respect

and admiration, the chances of conflict are feduced to the minimum. Trust,

according to Ouchi, means trust between employees, supervisors, work groups,

management, unions and government. In Japan it is not strange to find managers

_ workmg side-by side with their emplovees. Such close working relations help in
developing open, friendly relations betvveen labour and management.

° Orgamsatmn Employee Relationship: Themy z argue: for strong linkages
betwéen employees and the o ganisation.

-

 Employee Participation: Participation here
" does not mean that employees must participate
'in all organisational decisions.” There can be
situations where management may arrive at
decisions without consulting employees (but
informed later on); decisions where employees
are invited to suggest but the final green signal is
given by management. But all decisions where
employees are affected must be subjected to a

' 86 Self-Instructional Maierial,

‘Long-term emplwmen is one such measure that strengthens the relatwnb

between wourkers and mana: Zement.

When faced with a_situation of lay off, management should not show the

~door to unwanted people. Instead, it could-cut down the working'hours or

ask stakeholders to bear with thie temporary losses.

To encourage stable employment relationship, promotions could be slowed
down. In fact, in a Japanese organisation a person is normally hot promoted
until he has served ten years with the company.

Instead of vertical progression, honzontal progressions may be la1d down

clearly so that.employees are aware of what they can achieve and.to what
extent they can grow within the organisation, over a period of time.

" To compensate slower promotions, companies can offer incentive o people

who slay on. Suth people can be asked to-work closely with superiors on.
important projects/assignments. This way the company can _make those
employees think that their services are really wanted.

Employces may be'asked to learn every aspect of work in every départment.
Through such rotating jobs, employees become versatile and remain useful
almost everywhere.




participative exercise; where employees and management sit together, exchange
views, take down notes and arrive at decisions jointly. The basic objective of
employee involvement must be to give recognition to their suggestions, problems
and ideas in a genuine manner. '

o  Structureless Organisation: Ouchi proposed a structureless organisation run
not on the basis of formal relationships, specialisation of positions and tasks
but on the basis of teamwork and understanding. He has given the example
of a basketball team which plays together, solves all problems and gets results
without a formal structure. Likewise in organisations also the emphasis must be
on teamwork and cooperation, on sharing of information, resources and plans
at various levels without any friction. To promote a ‘systems thinking’ among
employees, they must be asked to take turns in various departments at various
levels. Job rotation enables them to learn how work is processed at various levels;
how their work affects others or is affected by others, it also makes the employees
realise the meaning of words such as ‘reconciliation’, ‘adjustment’, ‘give and
take’ in the organisational.context. '

e  Holistic Concern for Employees: To obtain commitment from employees, leaders
must be prepared to invest their time and energies in developing employee
skills, in sharing their ideas openly and frankly, in breaking the class barriers, in
creating opportunities for employees to realise their potential. The basic objective
must be to work cooperatively, willingly and enthusiastically. The attempt must
be to create a healthy work climate where employees do not see any conflict
between their personal goals and organisational goals.

* Implications of Theory Z

Indian companies have started experimenting with these ideas in recent times, notably |-

in companies like Maruti Udyog Limited, BHEL, by designing the workplace on the
Japanese pattern by having a common canteen, acommon uniform both for officers and
workers, etc. Other ideas of Ouchi such as life-long employment, imbibing a common
work culture, participative decisions, structureless organisations, owners bearing the
temporary losses in order to provide a cushion for employees—may be difficult to
find any meaningful expression on the Indian soil because of several complicating
problems. The differences in cultire (north Indian and south Indian), language (with
over a dozen officially recognised ones), caste (backward, scheduled caste, scheduled
tribe, economically backward), religion (Hindu, Muslim, Sikl, Jain, Christian, etc.),
often come in the way of transforming the seemingly appealing Western rhetoric into
concrete action plans. - '

Weaknesses in Ouchi’s Management Philosophy

Some of the inherent weaknesses in Quchi’s management philosophy might be listed
‘thus: ) i
1. In a competitive scenario, it is not possible to offer life time employment or
employment on a long-term basis to job seekers—howsoever talented hey might
be. This has happened in Japan too where companies had to cut down costs as
a survival measure and compelled to show the door to employees. When the
organisation is hit by a downturn, for a fairly long period, it cannot remain
wedded to its people on a permanent basis.
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. Match People to Jobs: People W1th high growth-

. Achievers will do best when the job provides

~same time, keep in mind that, not everybody

+ variety and responsibility. When the right job

. Participation may not alwaye encourage. people to give their best. Its psychic
- effects are‘open to doubt. In fact, the participative culture may itself become a

bone of contention ovér a period of time. Listening to everybody on all matters
goes against the principles that govern quick, efficient decisions. :

: Long lasting relationships between superiors and subordinates overcommg the
caste, region, religion feehngs is not-an easy job.

. Structureless organis atlons suggested by Ouchi may not always produce results.

This may produce chabs and confusion among ranks, if people are not used
to such culture. It may be difficult to pm pomt responsibility on any one in a
structureless organisation. -

- Most often stakeholders may not like a situation of swallowing losses when hit

by a downturn in economic activities. They may not like to keep unwanted hapds -
for longer periods, as a goodwill gesture to please unions or workers.

. The principles of ]apanese Management do not seemrto find universal acceptance.

The very fact that most Japanese companies have not been doing very well during

the last couple of years, bears ample teshmony to th15 fact. Management asa
~subject, is evolving. = - : ‘ S

The theories of motivation, likewise, reqnire revision modification, and at times,
radical surgery. At times, they seem to produce outstanding results. At other
times, they do not seem to work at all. The book I Search Of Excellence listed
excellent organisations based on some well-known principles and practices of
management. The authors, Peters and Waterman had to rewrite the story again
(and even admitted that they faked the data) when many of those excellent
organisations—XeroX, Wang Labs, NCR—turned negative performance for
pamfully Ionger periods of time. : : :

How to Motivate'Emponees?

'We havepresented a riumber ‘of theories arid explanations in this chapter. [f you .-
are a manager concerned with motivating your employees, how do you apply these

| theories? The followmg suggestions offered by experts may help you in so} vmg the
puzzle to some extent: : :

1. Recognise Individual leferences Employees are nof homogeneous. They have

different needs.-They also differ in term of attitudes, personalities and other
1mp0rtant variables.So, recognise these differences and handle the monvatlonal
issues carefully

needs perform better on challenging ]obs

opportunities to- partle1pat1ve1y set goals and
when there is autonomy and feedback. At the

is motivated in jobs with increased autonomy,

is given to the right person, the organisation . 5
benefits in innumerable ways. o




3. Use Goals: Provide specific goals, so that the employee knows what he is doing,. Motivation: Concept
Also, let people know what you expect of them, Make people understand that and Theories
they can achieve the goals ift a smooth way. If you expect resistance to goals,

invite pcople to participate in the goal-setting process. : '

4. Individualise Rewards: Use rewards selectively, keeping the md1v1dual- NOTES

requirements in mind. Some employees have different needs, what acts as a
motivator for one may not for another. So, rewards such as pay, promotion,
autonomy, challenging jobs, participative management must be used keeping
the mental make-up of the employee in question.

* 5. Link Rewards to Performance: Make rewards contingent on performance. To
reward factors other than performance (favouritism, nepotism, regionalism,
apple-polishing, yes-sir culture, etc.), will only act to reinforce (strengthen) those
other factors. Employee should be rewarded immediately after attaining the
goals. At the same time, managers should look for ways to increase the visibility
of rewards. Publicise the award of performance bonus, lumpsum payments
for showing excellence, discussing reward structure with people openly-these
will go long way in increasing the awareness of people regarding the reward- | -
performance linkage. ‘

6. Check the System for Equity: The inputs for each job in the form of experience,
abilities, effort, special skills, must be weighed carefully before arriving at the
compensation package for employees. Employees must see equity between
rewards obtained from the organisation and the efforts put in by them.

7. Don’tIgnore Money: Money is a major reason why most people work. Money
is not only a means of satisfying the economic needs but also a measure of one’s
power, prestige, independence, happiness and so on. Money can buy many
things. It can satisfy biological needs (food, shelter sex, recreahon etc.) as well
as secunty social and esteem needs.

SUMMARY

»  Motivation is the work a manager performs to inspire, encourage and-irnpel
people to accomplish desired goals. Properly motivated employees can produce
excellent results by putting facilities to good use.

s  Understanding the complexities involved in rnoiivating people is not an easy job
~since human behaviour is unpredictable is the result of multiple causes.

¢ Three kinds of theories have evolved over the years to unravel the mystery
surrounding motivation. Early theories of motivation offer insight into the needs
of people in organisations and help managers understand how. needs can be
satisfied in the workplace. Important thecries in this category include: Maslow’s
Hierarchy of Needs 'I_'heory, ‘ERG Model, Achievement Motivation Theory, Two
Factory Theory, etc.

+ _-Contemporary theories focus on why people choose certain behavioural options
to satisfy their needs and how they evaluate their satisfaction after they have
satisfied these goals. Equity Theory, Expectancy Theory and Goal Setting Theory
come under this classification.
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REVIEW EXERCISES

[ |

What do yoﬁ. mean by motivation? Explain the features of motivation.

~ NOTES Describe how Maslow’s hierarchy of needs can be used to motlvate?
‘ Explain Herzberg's two-factor theory.
Discuss how Theory X and Theory Y.manages approach motivation.
Define moﬁvahon and explam its objectives.
Explain the nature and significance of motivation.
 Critically examine Ouchi’s Theory Z of motivation. :
Do you think Theory Z is the last word on motivation? Why or why not?

W oW N oA e W e

. Critically examine the contributions of Maslow, Herzberg and McGregor towards
the theory of motivation, '

—
o

Present a comparative picture of motivation theories presented by Maslow and
Herzberg

11. Discuss the importancé of Herzberg's motivation to an organisation.

12. Why, in die dual factor theory, are satisfiers and d1ssat15f1ers considered separate .
and distinct from’ each other? ‘

'13. Is there a relationship between Maslow’s }ugher order needs and Herzberg’s
‘motivation factors? Discuss.

14. Isan attocratic Mana ger likely to view h1s workers from a Theory X or Theory Y
perspective? , - .

15. Distinguish between mohvators and hyglene factors. Why is it unportant tomake
this distinction? :

16. “Theory Z is a comprehensive philosophy of management”. Why or why not?
17. Is there a single best way to motivate the employees? -

18. “Motivation simply means taking care of your people”. How would yourespond -
to this statement? .

CASE STUY _¢| s Paradise‘-“

B oo i ey

Mr Alok Banerjee is the Chief Executive of a medium-sized pharmaceutlcal firm in Calcuita He.
holdsa Ph.D in Pharmacy, However, he has not been’ Involved in research and development of new
products for two decades. Though turnover-is not a problem for the company; Mr. Banerjee and
his senior colleagues noticed that the workers employed on houtly basis are not working uptd their
full potential. It is a well-known fact that they filled their days with unnecessary and unproductive
actlwtles and worked only for. the sake of a pay cheque. In the recent past;the sittiation has become
quite alarmmg as the organlsatlon began to crumble under the wetght of Uneconomical effort;
The situation demanded |mmediate managerial attention and prompt rectifi cational fneasures. Mr
] Banerjee knew very well that the only way to progress and prosper is to motlvate workers to peak.
P performance through various incentive plans.’
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‘One fine moming, Mr Banerjee contacted the Personnel Manager and enquired; what is the
problem with the workers on hourly basis? The wage bill shows that we pay them the highest in the |
industry. Our working conditions are fine. Our fringe benefits are excellent. Still these workers are
not motivated. What do they require really?” The Personnel Manager gave the following reply: “I

clue as to why more and more workers are joining the bandwagon of ‘non-performers'. He felt bad
that hard work and- effi c:ency go unnoﬂced and unrewarded in our organisation. Our promcmons
 benefits in the organisation which, iri fact, according to the worker, should go to only those who

-and find out a solution to the preblems of workers hired on an hourly. baS|s

Questions
4. Explain the mativation problem in this case by relating it to Herzberg’é theory.

Manager in the company?

Why? Why not?

have already informed you a number of times, that money, working conditions and benefits are not-
-enough. Other things are equally important. One of the workers in that group recently gave mea.|

and benefit plans are'tied to lenigth.of service. Even the lazy workers, accordingly, enjoy ail the |

-‘work hard. “Mr Banerjee then wanted the Personnel Manager to lock into the problem more closely"

2. What would be your response to Banerjees fast staternent if you were the Personnel

'3, Do you think the'situation would changa lf promotions are linked to mentonous performance‘?’
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AND THEORIES

71 Introdu'é‘tion :

7.2 Importance of Leadership
7.3 Leadership Styles . -
74 Theoties of Leadership:
75  Path Goal Theory

.., STRUCTURE,

Summary
Review Exercises

7.1

INTRODUCTION

2 Se]f-lnstructio;ml Material

Leadership is the process of influencing others towards the accomplishment of goals.
It is the ability 'of a manager to induce subordinates to work with zeal and confidence
(Koontz and Q'Donnell). In short, it is the activity of influencing people to strive

willingly for group objectives. These explanations contain many more unportant
| points such as:

Existence of Followers: Leadership does not flourish in a vacuum. The éssence
of leadership is followership. Leadership implies that followers must consent to
being influenced. Leaders gain their authority over a group by group consensus
alone.

Interpersonal Influence: Leadership envisages the idea of interpersonal influence.
Itis actually the knack of getting other people to follow you and to do willingly
the things you want them to do. Without influence, there can be no leadership. -

Uneven Power Sharing: Leadership is a relationship between two or more
people in which influence and power are unevenly distributed.

Common Goals: The basic ~objective of leadership is to rally men and women

toward common goals. It mvolves a happy reconciliation of personal and group
objectives.

Situational: Leadership is situational. The qualities, skills and characteristics of
a leader are determined, to a large extent; by the demands of the-situation in

which he is to function as leader. Leadership is a matter of removing barriers in a
situation so that subordinates work with freedom and independence.

P



'« Continuous Process: Leadership, more importantly, is a continuous process of .Leadership: Styles
-influencing behaviour. A leader breathes life into the group and motivates it and Theories .
towards goals. The lukewarm desires for achievement are transformed into a
burning passion for accomplishment. It should also be noted that leadership is
something a person does, not something he has. Leadershlp is something that NOTES
emerges, that grows and that is achieved. )

The terms “manager and leader’ are often used mterchéngeably. However, leadership
is not same as managership. Leadership can exist in unorganised groups, but
managership requires an organised structure. A managei-is more than a.leader, By
virtue of his position, a manager has to organise and control the activities of people
toward the plan, accomplishment of objectives. Managership, thus, is a wider term.
All managers are leaders but all leaders are not managers. The following table presents a
summary of these v1ewpomts

Leadershlp vs. Managershlp

Leadership . Managership _

Narrow term Wider term. A manager is more than a
| leader. :

Exists in unorganised groups. No |Requires an organised structure.
organised structure is needed. e
Leadership is the acti\}ity of influencing | Managership implies exercising
people to strive willingly for group goals. | functions * like planning, organising,
staffing, directing and controlling to
achieve group goals. Leadership is an
aspect of one of these functions.

Leaders get authority by virtue of | Managers get formal authority delegated
their skills, abilities and the situational | from above.

demands. Followers must also consent to
.| being influenced.

Terry has captured the distinct characteristics of leadership by drawing the distinction
between leadership and non-leadership thus: '

Leadership vs. Non-leadership

Leadership - - Non-leadership (Bossism)

o Inspires the employee. - ' ¢ Drives the employee.

¢ Accomplishes work and develops the | s Accomplishes work at the expense of
employee. ‘ , . employee.

» Shows employee how todo hisjob. | Instils fear in employee by threats and
' coercion.

* Assumes obligations. f » Passes the buck.

| Fixes the breakdown for Ioss in|e Fixes the blame on others for loss in
production or sales. - production or sales.

 Self-Instructional Material
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Leaders perform a variety of functions while trying to realise the organisational goals. |
In fact, he sets goals, establishes priorities, commits resources, assigns work to others,
" NOTES coordinates -effort and delivers results. While doing so, he takés pecple along by

instilling confidence and by building trust through open and transparent actions. The -
most important functions performed by a.leader may be stated thus: '

Leader develops teamwork: The three vital determinants of teamwork are the
leader, subordinates and the environment. These factors are interdependent. It
is the leader’s responsibility to make the environment conducive to work. He
studies the employees individually and instills interest in them. By encouraging )
the inquisitive employees and by prohibiting insidious elements he creates a
healthy environment. He inculcates the sense of collectivism in employees to
work as a team. The resultant output.will then be efficiency.

Leader is a representative of subordinates: He is an intermediary.between the
work groups and top management. Leaders are called ‘linking pins’ by Rensis
Likert. As linking pins they serve to integrate the éntire organisation and the

* effectiveness depends on the strength of these linking pins. Leaders show

personal concern for the employees. As representatives they carry the voice of
the subordinates to the top management.

Leader is an appropriate counsellor: Often, employees suffer from emotional

_'problems. Inability to secure promotion, wage increase for showing good

performance, cbtain transfer to a good location: the reason could be any of these
and many more. Such barriers keep the employees off the work track. Leaders
perform a vital function here: They listen to the employees, try to remove the

obstacles, offerwise counsel and keep the employees mentally-happy.

Leader uses power properly: If a leader is to effectively achieve the goals
expected of him, he must have power and authority to act in a way that will
stimulate a positive response from the workers. No leader is effective unless the
subordinates obey his orders. Therefore, the leader uses appropriate power so that
the subordinates willingly obey the orders and come forward with commitment.

‘Leader uses time well: Time is precious but often overlooked in management.

A leader uses his time productively by following time-preparation-charts,
scheduling techniques, etc. Information, facts and statistical inputs are combined
effectively so as to produce timely decisions.

Leader strives for effectiveness: Leaders take certain conscious decisions in
order to achieve goals effectivély In addition to the above functions, they carry
out additional activities to reach the targets in time. They delegate work, invite
participation from subordinates, offer proper rewards for good performance, mix
up with subordinates and enforce discipline and control whenever necessary.

7.2

IMPORTANCE OF LEADERSHIP

94 Self-Instructional Material

Leadership helps an organisation in the following ways: |

Inspires employees: A leader creates a sfrong urge in employees for higher
performance. He lifts a man’s visions to higher sights. By showing the proper

iy



way to do a job, a leader helps émployees to
give their best to the organisation. As pointed '
out by Terry, leadership triggers a person’s
will-to-do and transforms lukewarm desires for
achievement into burning’ passwns for successful
accomplishment’.

and Theories

~ NOTES .

2. Secures g:ooperat;on: A dynamic leader breathes

* life into the group. He influences the behaviour
of employees in such a way that they readily
work for organisational objectives. He makes them realise that by translating
plans into action, they can earn adequate rewards. He, thus, inculcates a sense
of collectivism in the employees and forces them to work as a team. Leadership
is essential to group action. Without sound leadership, cooperative action is
impossible. Leadership provides character to the group and paves ‘the way for
integrated efforts at various levels.

3. Creates confidence: Employees often suffer from emotiohal problems in
" organisations: They gét frustrated because of their inability to do certain jobs,
to secure promotions, to sharpen their skills, to get along with people; etc. A
leader comes in here, renderswise counsel and tries to remove barriers (real or
imaginary)and instils confidence in employees. He creates a wholesome attitude
among employees for successful work accomplishment. He transforms potential
into reality. He makes them realise their potential by showmg the right way,
clearing the paths and removing the hurdles. ’

4. Provides good working climate: A leader provides a healthy work climate where
individuals can work toward objectives happily. He initiates necessary changes
* and unifies efforts of employees. By making a judicious use of time and money,
- he takes up assignments on a priority basis. Important problems are tackled first
) through prompt actions. Subordinates are allowed to do things independently.
Their problems are looked into and suggestions taken note of. He provides
imagination, foresight, enthusiasm and initiative to employees and forces them

to have an identity of interest, outlook and action.

7.3 LEADERSHIP STYLES

The behaviour exhibited by a leader during the supervision of subordinates is known
as leadership style. There are probably as many dlfferent styles of leadershlp as there
are leaders. Basically, three styles are listed out.

1. Directive, Autocratic or Authontanan
. Style: An autocratic leader is one who takes
all ‘decisions himself without consulting
the subordinates. He centralises power and
decision-making in himself. He oversees
work from close quarters and exercises
full control over subordinates. Orders are
issued and subordinates are expected to Fig. 7.1 Autocratic Style

Self-Instructional Material
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Orgarnisational Behaviour execute these without back-talk. The leader, thus, tries to develop obedient and
' ' predictable behaviour from group members. He permits very little freedom of -
.action. Discipline is enforced by the use of rewards and threats of punishment.
Communication tends to take a one-way route. Subordinates have to depend on the
‘superior for everything (setting goals, determmmg priorities ; and unplementmg'

NOTES
’ " plans, etc., Figure 7.1: X = leader; A, B, C, D = subordinates)

Style Features

¢  Centralised power and decision-making -
e Close supervision and control

i Discipline fhrough rewards/ pumshment

*  One way communication

*+  Total dependence of subordinates on superior

. Advantages s Disadvantages _
| Dec151ons can be made quickly. Control |May result in low motivation. It is

can be ¢entralised for orderly operations. | difficult to develop motivation when the |
leader makes all the decisions. '

| Well-developed leadership skills can be | There is very little scope for developing
applied directly to group activities. ' | the creative potential of people.

The leader can take ditect control when |Subordinates  tend  to develop
there is a major problem or crisis. Best | defensiveness; they constantly look for
suited for crisis management. ways and means to avoid responsibility. |

Suitable for managing inexperienced, One way communication may lead to
insecure and incompetent subordinates. | misunderstandings at various levels.

Offers consisterice in goals and procedures | Subordinates tend to depend on leader

by leader making decisions. . . for everything. Matters move slowly
and it becomes dlfflcult to adapt to
.| change. .

Example: The world, unfortunately is full of autocratic leaders who tried to bulldoze
dissent and left their ugly imprint on corporate life exercising brute force. For example,
Martha Stewart—the richest woman in entertainment industry at one point of time — -
built her empire with personal atteriion to every detail. Whether you liked her or not,
she was meticulous and demandmg She was also very successful in her endeavors,
and in using her autocratic management style. Many industry analysts might argue
that it was Martha’s autocratically demanding style that allowed her to flourish in a
comipetitive environment such as the entertainment industry. Others might arguethat
even'more success might have awaited Martha Stewart if she had not relied so heavily
on the autocratic style.. :

2. Participative or Democratic Style: The participative leader encourages his
-subordinates to participate in the decision-making process. He consults them -

before taking decisions. The suggestions put forward by subordinates are taken

* care of. There is open, two-way communication. Good rapport is maintained with

members of the group. The leader does not dominate. He gives lot of freedom to
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subordinates. The emphasis is on cooperation and participation to achieve the .
: and Theories

maximum potential of the group.

Box Style Characteristics
+ Involves people in decision-making and goal . NOT]‘E‘.S‘
setting . : :

e Attitudes, feelings, suggestions of members
considered while making decisions

¢ Freedom of thinking and action available to a
reasonable extent

s Two way, open communication between
members ‘

Fig. 7.2 Participative Style

o  Opportunity to use one’s potential in the
service of organisation exists

Advantages and Disadvantages of Participative Style

Advantages Disadvantages
Motivates people to do better. Individuals may  dominate the
' participation or make disruptive
contributions.

Very time consuming approach from the
leader’s point of view-—quick decisions
cannot be taken.

Knowledge and experience of group
members can be used in decision making,.

Participation may be used as an
instrument to ‘pass the buck’ to
subordinate.

Individual abilities developed through
participation.

Members .feel more committed to
group goals. There is less resistance to
managerial actions.

Decisions get diluted, when attempts are
made to please everyone.

Members develop healthy attitudes
toward the leader, the work and the

Participation h{ay be viewed as a
sign of inefficiency on the part of the

leader. Subordinates may view the

organisation. '
’ leader as incompetent to handle the job

independently.
Two-way communication _ keeps | Participation may be used to manipulate
'| members informed about what is going | people to suit personal ends. .
on and why.

When to use Participative Style? .

'Participative style is most effective when, (i) the organisation has communicated
its goals and objectives to all the subordinates and the subordinates have accepted
them, (i) the leader is genuinely interested in obtaining ideas and suggestions
from subordinaies, (iii) the subordinates are highly interested in participating in
organisational decision-making, (iv) the subordinates have a reasonable amount
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Organisational Behaviour -of knowledge and experience and finally, (v) the time for task completion allows
: participation to take place in a meaningful way. -

- Is Participative Style Superior?

NOTES . It is commonly believed that participative style
helps subordinates to develop their talents fully. The
participative leader is able to put them on the track"
easily and get the results without' much difficulty;
unlike an authoritarian leader. However, the
superiority of participative style over authoritarian
one is not supported by research. In one study,
McCurdy and Efer investigated the. effects of both
these styles on subordinates” performance. The teams =
working under authoritarian leaders were told to simply obey orders, while those
working under participative leaders were told to offer suggestions and not follow
orders blindly. No'difference in productivity between these two groups has been
found by these researchers. In another study by Morse and Reine it has been found
that demacratic style results in higher job satisfaction to employees and autocratic
leadership in greater producﬁvil:y.. If the goal is to increase output, autocratic style
'| is appropriate and if the goal is to have a highly motivated workforce, a 'democratiq
approach is called for. According to Vroom, the choice of a particular style depends on
employee expectations also. Participative style will give positive results when applied
on subordinates wanting to do things independently. '

e —

Auntocratic vs. Democratic Style

With the above information in the backgfound, is it possible to draw the curtain’
between the autocratic and democratic styles now? The following table is developed
for this purpose. : -

Autocratic vs. Democratic Leadership Style

- Autocratic | Democratic

Manager using this style may be labelled { Manager exhibiting this style may be |-
as Theory X Leader. - labelled as Theory Y Leader. :

| Theleader is task-oriented-and restrictive. | The leader is follower-oriented and
' permissive.

| Leader structures the work, strives to|The leader - is considerate of his
find out better methods and keeps the | subordinates, recognises their needs and
employees busy on the task. ‘ respects their human dignity.

One-way communication Two-way communication

Threads of control in the hands of | Pushes controlling power to subordinates ‘
[|one individual. Decision-making is|{to a reasonable extent. Decentralised
centralised, N decisions.

Quick decisions possible. | Take time.
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Employee resistance may be high; getting
them committed to goal is not easy.

Resistance from employees is minimum
-and -hence commitment to objectives
may be high.

a

Developing subordinatés and preparing

is difficult.

Develops the subordinate. and prepares

training ground for future managers | him for future managerial roles.

3. Laissez-Faire or Free-rein Leadershlp Style

In the democratic style the leader encourages the group to think and develop
a solution. The laissez-faire or free rein leader goes a step further and turns an
entire problem or project over to subordindtes. The subordinates are asked to
set their own goals and develop plans for achieving them. The leader does not
direct at all. He acts as a passive observer and does not exercise power. There is
total abdication of responsibility. He offers advice when required. There is very

Leadership: Styles
and Theories

NOTES

little control over the group members.

Style Characteristics

+ Group members set goaI:s and decide things on their own

« Leader is a passive observer of things '

» Leader does not decide, does not control or exercise influence over the group
» Leader abdicates responsibility '

+ Members operate in an unrestricted environment

s - Communication is open and can take any direction

“The Figure show the leader .passing on
materials and information to group members
onrequest. Thereis noattempt to regulate the
course of events. Free-rein leadership may
be suitable where the organisational goals
have been communicated well in" advance
and are acceptable to subordinates. The
subordinates, in turn, must be well-trained
and highly knowledgeable concerning their
tasks and willing to assume responsibilities.
They must be highly motivated, sincere and

duty-conscious. When these prconditions are met, free-rem style may yleld good

Fig. 7.3 Free-rein Style

results.
Advantages or Disadvantages of Free-rein Style
Advantages Di‘sadvantage's
Working  independently can  be| Activities may suffer owing to lack of

motivational for some people coordination

May encourage suggestions, creafivity
1 and innovations '

Group objectives may be 1gnored and
individual objectives may dominate
actjvities
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Group is flexible and can adapt quickly [ Lack of control may lead to disruptive
to change ‘ : : behaviour '

Open and direct communication with
opportunity for self-expression -

Individuals may go their own ways
resulting in confusion and chaos

May increase the ‘quality of life’ for some
group members

7.4 THEORIES OF LEADERSHIP

Leadership theories are broadly classified into three types: trait theory, behavioural -
theory, situational theory. Trait theory views leadership as a combination of a set of
personality traits. Behavioural theory attempts to identify the individual behaviour of
leaders associated with effective leadership. Situational theory tries to identify certain
situational factors that determine how effective a particular leadership style will be.

7.41 Trait Theory

The trait theory is based on the great man theory, buf it is more systematic in its
analysis of leaders. Like the great man theory, this theory assumes that the leader’s
personal traits are the key to leadership success. However, unlike the greatman theory,
trait theorists-do not necessarily assume that leaders are born. Leaders, as per trait
theorists, differ from their followers with respect to a small number of key traits and -
these traits remain unchanged across time. Ghiselli has provided a list of generally
accepted traits that contribute to leader effectiveness.

Personality Traits

Personal Traits

r

. Abilities

Motivators

 Self-assurance

* Decisiveness

= Masculinity/Femininity
» Maturity

» Working Class Affinity

« Supervising Ability
* Intelligence
» [nitiative

» Need for Occupational
Achievement

» Self-actualisation

* 'Power Over Others

= High Financial Reward

» Job Security

Fig. 7.4 Personality Traits

Keith Davis had pulled together the following four traits that are shared by most
successful leaders: ‘

(2) Intelligence: Leaders tend to have somewhat higher intelligence than their
followers. ' :

" (b) Social maturity and breadth: Leaders tend to be emotionally mature and
have a broad interest range. They are neither crushed by defeat nor over-
elected by victory. They have high frustration tolerance,



. {£) Inner motivation and achievement drive: Leaders want to achieve things,
when they achieve one thing, they seek out another.

(d) Human relations attitudes: Leaders develop a healthy respect for people
and realise that to accomplish tasks, they must be considerate of others.

Criticism -

" Leaders who fail as leaders and individuals who never
‘achieve leadership positions often possess some of the
sameé traits as successful leaders. For example, although
taller people may generally be more successful as
leaders, many tall people have neither the inclination
nor the capabilities to be the leaders. At the same time
many short people have risen to leadership -position.
Trait théory is severely criticised on the following
grounds.

1. The list of personality traits is painfully long and exhaustive. Althcugh over one
hundred personality attributes of successful leaders have been identified, no
consistent pattern/patterns have been found.

2. Researchers often disagree over which traits are the most important for an effective
leader. There is no universal list of traits for successful leaders.

3. Leaders cannotbe markedly different from their followers. Extremes in personality
are not usually associated with Jeadership.

4. 1t is difficult to define traits. When posed with the question of defining a trait,
executives often come out with a bewildering variety of explanations, making a
mockery of the trait theory.

5. Ttis often difficult to measure traits. The measurement tools employed to quantify
traits (in ways that will make them useful to executives}) are open to doubt. For
example, some of the psychological attributes (intelligence, initiative) cannot be

. observed but can only be inferred from the behaviour.

6. How much of a trait a person should have remains a puzzling question: It is not
clear how high score a person must achieve on a given trait to make it effective.

7. Effective leadership is not a function of traits alone. Executives often behave ina
way they think is appropriate for their job. There is a wealth of scientific evidence
pointing the significance of situational factors as determinants of leadership
‘behaviour. Trait theory fell into disfavour because it did not consider the whole
leadership environment.

8. Finally, leadership skills vary according to the type of work a person performs
in the organisation. A leader may employ three different types of skills at
different levels in the organisation: technical, human and administrative skills.
It is ridiculous to agsume that traits are uniformly distributed at all managerial
levels.

7.4.2 Behavioﬁr’al Theory

In contrast with trait theory, behavioural theory attempts to describe leadership in
terms of what leaders do, while trait theory seeks to explain leadership on the basis of

Leadership: Styles
and Theories
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.| Initiating structure and Consideration—

"what leaders are. Leadership according to this approach is the result of effective role

behaviour. Leadership is shown by a person’s acts more than by his traits. This is an

appropriate new research strategy adopted by Michigan Researchers in the sense that -

the emphasis on the traits is replaced by the emphasis on leader behaviour (which
could be measured)

| (@) ]Zve Michigan Studies

After studying numerous industrial situations, the Michigan researchers 1dent1f1ed
two leadership styles—employee-centred and produchon—centred—mﬂuencmg

.employee performance and productivity.

‘ A}éfmployee-centred,l,ea(der c ) | fxoducﬁon—cen&ed;l:eader

Treats subordinates 4s human beings. . Emphasises technical 'aspecté'ofjob.

Shows concern for their wellbeing. =~ |Focus: on  woik standards close
' supervision.

Encourages and mvolves them ir goal Employee seen asa tolin the production
setting. process.

They prescribed employee-orlented style of leadership to increase productmty They

contended that supervisory cornitréls and Jproduction-centred leadership style will be - .
frustrating to the employees; affects their morale leading to unsatisfactory performance -

on the job. The Michigan studies were more compatible with the prevailing system in

| ‘post-Hawthorne, America’ and as. suchbecame very popular Researchers were able to

identify specific behaviours that mﬂuenced employee behaviour and productivity and
advised sctupulously that a pegple oriéntation should come before a work orientation.
These fmdmgs led to the widespread belief in the 1950s that the employee-onented
leadership style was always superior. '

. (b) The Obio State Unwemty Studies

The Ohio State - University studies .
identified two leadership behaviours— -

after  analysing actual leadership
behaviour in a wide variety of situations.
Conisideration (C) refers to the ability of
the leader to establish rapport, mutual
respect and two-way communication
with employees. The leader is friendly,
approachable and listens to the problems
of employees and allows them to suggest. Imhatma Structure {Is). refers to the.
extent to which the leaders structure and define the activities of subordinates so that
organisational goals are accomplished.

‘During research, the Ohio State scholars have developed the Leader Behaviour )
_Description Questionnaire (LBDQ) that contains 15 items regarding the consideration
| and an equal number referring initiating structure, to describe activities displayed by
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the leader. Research Staff also developed a Leader Opinion Quesnormaure (LOQ) that
reflects the self-perceptions that the leaders have about their style of leadership.

The researchers found that IS and C were independent and distinct dimensions. A
"high score on one dimension does not necessarily a low score on the other. Leader
behaviour was plotted for the first time, on two separate axes rather than on a single
continuum. Four quadrants were developed to show IS and C in varying combinations.

NOTES

High Consideration High Censideration
- and ) and
% Low Structure High Structure
r f ’
§ Low Structure Low Consideration
and and
High Consideration High Structure

Initiating Structure i

Low High >

Fig. 7.5 Four Quadrants to Show IS and C in Varying Combinations

Evaluation. The two dimensional model became a ‘best seller’ overnight and made
an epoch-making contribution to leadership studies afterwards. It has caught the
imagination of the managers throughotit the world due to its simple but powerful
reasoning. The influence of the Ohio State studies has been extensive. The-concepts of
consideration and initiating structure have had a high intuitive appeal to practicing
managers so that many training programmes have made use of them. It is easy to
understand the intricacies of the model and “practice’ the leader behaviours. The logic
" behind the model appears quite reasonable and appealing.

(c) The Mmmgmal Grid

The most significant and practical contribution to more effechve management
principles and organisatiori development to appear in many years is the Mandgerial
Grid. The concept is created and developed by US Industrial psychologists R.R. Blake
and Jane S. Mouton. The managerial grid is based on massive practical research into
behavioural sciences in the industrial setting. Managerial gnd is more than just a
theory in human behaviour. It is a tested science of management theory employing
systematic principles which can be taught and which may then be applied in the day-
to-day situations. The exciting -aspect of the managerial grid is its effectiveness in
improving people s attitudes and behaviour throughout an entire orgamsahon to the
benéfit of the organisation. It promises to turn the ‘art’ of managing into a ‘science’.
It has been successfully applied in industry arid has contrlbuted greatly to increased
profits and union-management relations.

4
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7.4.3 Crux of the Theory.
Behavioural scientists have, fora painfully long tlme, separated, isolated and frequently

misconstructed the two concerns; the concern for production and the concern for

people. According to Blake and Mouton these concerns are two sides of thé same
coin ‘and should be utilised with maximum and integrated concern to achieve, the

objectives of the organisation. It is Blake and Mouton'’s assumption that people and

production ate complementary rather than mutually exclusive.

1 Concern for production: This is not limited fo things only. Productlon may be
assessed through the number of creative ideas that applied research turns into

- useful products, procedures or processes: quality and thoroughness of staff
services, workload and efficiency and measurements as, well as units of output.

2. Congern for people: It is not confined tp narrow consideration of interpersonal

. warmth and friendliness. It covers a variety of cohcerns which can include

concern for degree of personal commitment to complete a job for which one is

responsible; accountability based on trust rather than force; self-esteem, desire

for a sense of security in work; friendships with co-workers leadmg to a healthy
working climate.

The visual aspect of the managerial grid is portrayed in the Fig. 7.7.

N\ v | 9
- % - Country Club Team
: .:E:’ E . . .
- 5 5
(<]
s 5 Middle Road
38 . .
0 Impoverised Task
v 1,1 9,1

Concemn for Production

R
High >

- Fig. 7.7 The Visual Aspect of the Managenal Gnd

Low

F1gure 7.6 shows the -degrees of concerns for producnon and people and possible
interactions between them. The horizontal axis represents concern for production

| while the vertical axis indicates concern for people. Each is expressed as a nine-point

scale of concern. The number 1 in each instance represents minimum concern. The
number 9 represents maximum concern.

{(#) Impoverished: Exertion of minimum effort is reqmred to get work done and
sustain organisation morale.

(b) Country club: Thoughtful attention to needs of people for satisfying:

relationships leads to a comfortable, friendly organisation atmosphere and
work tempo.

" (¢) Middle rcad: Adequate organisation performance is possible through -

- balancing the’ necessity to get work W1th maintaining morale. of people at
satisfactorylevel. _ ‘



A

(d): Task: Efficiency in organisations result from arranging conditions of workin  Leadership: Styles
such a way that human elements interfere to a minimum degree. and Theories

_ (¢) Team: Workaccomplishmentis fromcommitted peopleand interdependence '

through a common stake in organisation that leads to relationships of trust

- and respect. NOTES

Theoretically speaking there are eighty-one possible positions on the grid, reflecting
as many leadership styles, but the focus usually centres around five basic styles. The
9,1 leader is mainly concerned with production and has little concern for people. This
person wants to meet production schedules and get the task done at all costs. The 1,9
style reflects a minimal concern for production coupled with a maximum concern for
. people. The 1,1 leader has little concern for both people or productior{. The 5,5 style
reflects a moderate concemn for both. The 9,9 style is viewed. as the ideal leadership
style: it exhibits a maximum concern for both production and people. According to
the managerial grid, of all, the 9,9 style is the optimum leadership approach, often
called “super leader style’ and many organisations have used training programmes to
develop 9, 9 managers. Blake and Mouton assert that this is one best style of exercising
most effective leadership; what changes with the situation is the tactics of application.

Evaluation: Grid approach is attractive, instructive and has a commonsense appeal,
The grid helps managers to identify their own leadership styles. It serves as a useful
framework for the leaders to use in assessing their styles before undertaking a rigorous
training programme that is created to move them to the 9,9 style. The evidence from
other sources such as Fiedler, does not square with the notion that the best leaders
invariably tend toward an intense concern for both people and work. In fact, Bernadin
and Alvares point out “a 9,9 orientation applied to the organisation as a whole will
foster a kind of corporate Darwinism”. Though the grid programme is popular among
practitioners, it is highly controversial among the theorists and researchers because of
‘its lack of empirical evidence.

Situational Theories -

Leadership is a complex social and interpersonal process; and to understand it
fully we need to see the situation in which a leader operates. The situational theme.
of Teadership is highly fascinating, but is certainly a challenging orientation to.
jmplement. An effective leader must be flexible enough to adapt to the differences
among subordinates and situations. Leadership effectiveness depends upon the fit
between personality, task, power, attitudes and perceptions. On the lines of this new
and sophisticated conception, some elegant theories have been developed. Let us
examine two such theories in this section: Fiedler’s contingency model and House’s
path goal model. :

(a) Fiedler’s Contingency Model

Fiedler’s contingency model is one of the most'serious and elaborate situational theories
in leadership literature. Fiedler is probably the first researcher who recognised the need
for a broader explanation of leadership phenomena anchored on situational variables. |
Fiedler’s model is called a ‘contingency’ model because the leader’s effectiveness is
partially contingent upon three major situational variables. ' '

~
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»  Leader-member relations: It refers to.the degree of confidence, trust and respect

followers have in the leader. It indicates the degree to which group members like

theleader and are willing to accept the leader’s behaviour, as an influence on them.
If followers are willing to follow because of charisma, expertise, competence or
mutual respect, the leader has little need to'depend on task structure or position
power. If, on the other hand, the leader is not trusted and is viewed negahvely by
followers, the situation is considered less favourable.

s  Taskstructure: It measures the extent to which the task performed by sub ordinates

is routine or non-routine. Task structure refers to the degree to which the task
requirements are clearly defined, (clarity of goals) the correctness of a decision
can be easﬂy verified (verifiability of decisions made) and there are alternative
solutions to task problems (multiplicity of options to solve problems) In other
words, task structure refers to how routine and pred1ctab1e the work group’s task
is. :

*  Leader position power: The most obvious manner in which the leader secures .
-power is by accepting and performing the leadership role. Position power in the -

contingency model refers to the power inherent in the leader’s organisational
- position. Tt refers to the degree to which the leader has at his disposal various
“rewards and sanctions, his authority over group’s members, and the degree to
which this-authority is supported by the organisation.

e  Favourableness of the situation: Thus, depending on the ‘high’ and low’
categories of these situational variables, Fiedler developed eight possible
combinations ranging from highly favourable to unfavourable situations.

Fiedler's Classification of Situational }}'_avourabléness

Leader-member " Good Poor :
Relations . : ‘ N
Task Structure " High -~ Low | High . . Low
Leader Position Power Strong ‘Weak |Strong| Weak |Strong | Weak Strong | Weak h
Situations i ' : " _
I 0 O I, .V VI VI VI
. Very - ' _ Very
Favourable . 3 " Unfavourable

Fig. 7.7 Fiedler's Fmdings on How Leader Effectiveness Varies Wlth the Sltuat:on :

A favourable situationis where the leader-member relations are good, the task ishighly
structured and the leader has enormous power to exert influence on the subordinates.

The first cell in the table is identified with this high degree of favourableness. At the.’

other extreme, an unfavourable situation is where the leader’s power is weak, relations

:| with members are poor-and the task is unstructured and unpredictable. The last cell

represents this situation. Between these two extremes lies the situation of intermediate

difficulty. Fiedler states that a permissive, relationship-oriented style is best when the .
situation is moderately favourable or moderately unfavourable. When the situation i is
‘highly favourable or hxghly unfavourable a task-oriented style produces the desired '

performance
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Leadership Style

The fundamental question remains as to what type of leadership style is to be exercised
by the leader in these situations? To determine the style of leadership (to answer
this question) Fiedler has introduced a scale called LPC (esteem for Least Preferred
Co-worker.) LPC is a set of sixteen adjective pairs and is quite often referred to as the
‘heart’ of his research programme. Leaders are asked to think of a person with whom
he has worked least well. They are then asked to descrlbe this person on a series of
bipolar objective scales as shown below.

 Friendly ,8 7 6 5 4 3 2 1 Unfriendly
‘Enthusiastic '8 7 6 5 4 3 2 1 Unenthusiastic
|Cooperative - !8 7 6 5 4 3 2 1 - Uncooperative
Helpful .~ = " *8 7 6 5 4 3 2 1, ‘Frustrating
Inuxesung"'w '8 7 6 5 4 3 2 1. __ Boring

: 8 7 6 5 4 3 2 T " Closé

| il
Retlationship-Motivated
Leaders perform better

LPC (least
preferred
co-worker)

Task-Motivated Leaders
perform better )

Low

2 3 4 5 6 7 8

_L _' ..

Leader-member
Relations

Good | Good | Good Poor Poor Poor | Poor

Task Structure Structured U{:_s_i_ru’clured " Structured Unstruc_lu'r;éd__”

" Leader Position.

Power Strong | Weak | Strong | Weak | Strong | Weak | Strong} Weak

Fig. 7.8 Fiedler’s Findings on How Leader Effectiveness Varies with, the Situation

In this bipolar scale ‘8’ represents the most favourable perception of one’s least
preferred co-worker and ‘1" the reverse. The leader’s responses so measured are then
totalled and arranged. Fiedler interprets LPC score to be an mdex of motivational
hierarchy or of behavioural preferences. A leader with high LPC sees good points in
the least preferred co-workers and has his preference the desire to be ‘related’. The

leader seeks to have strong emotional and affective ties with others. According to

- Fiedler, a high LPC score represents that the leader has human relations-orientation
and low LPC score indicates a task-orientation. What does this ultimately indicate?
It means that leaders who rate their least preferred co-worker in a favourable light

" derive satisfaction through interpersonal relations. On the other hand, the leaders who
rate their co-workers in a relatively unfavourable light are bound to get satisfaction
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out of successful performance. Thus, the functionality of the Fiedler's model hinges
on the socio-metric acceptability of the leader and the measurement of perceived

'psychological distance (how d15tant do followers. feel they are from leader) between

leaders and followers.

7.4.5 Sittlational Factors Determining Leader Effectiveness

Having identified the situational factors and determined LPC score, Fiedler proceeded
to see how the situational variables interact with leadership style to determine Jeader-
effectiveness. This is presented in a comprehensive diagram (see Fig: 7.9).

- Horizontal axis in the diagram is represented by situational variables arid the vertical

axis by the correlation between the leader’s LPC score and group ‘performance.
A point above the middle line shows that the relationship, oriented leaders {high
LPC leaders) tended to perform effectively than the task-oriented leaders (low LPC
leaders). Further, correlation below the line signifies the fact that the task-oriented
leaders perform better than the relationship-oriented leaders. '

‘1. Task-oriented leaders perform best at the extremes (whe're the control and
influence they can exercise is very low or very high).
2. People centred leaders perform best in situations that are moderate (where the'
" leader’s influerice and control is neither very high nor very low).

Implications of the Model

Whatare theimplications of Fiedler's model forimproving organisational effectiveness? .
Fiedler and his associates maintain that there is no single successful style of leadership.

" -| The most appropriate, leadership style depends upon the situation faced by the leader.
_Persons performing miserably in one situation may turn out excellent performance in
| other situations. The situation, in turn, is a function of the leader’s relationship with the

group, the task structure and the leader’s position power. To improve organisational
performance, it is highly essential to identify the situation in which specific leadership
style would be most appropriate. Leader’s performance depends on personality and .
situational favourableness.

Based on- the contingency model, Fiedler. developed the ‘leader match’ training
programme to ithprove leader effectiveness. The basic assumption of the leader match

.| is that the leader’s situation is usually much easier to change than the fundamental

style. Fiedler believed that it is an extremely difficult task to change leadership styles
through training programmes. This is probably due to the fact that leadership style

'| is more than a passing attitude; it is a deeply ingrained and closely held aftitude

which would respond only to intensive training efforts that are rarely available in the
orgamsatlon Moreover, organisations cannot afford expenswe selection techniques to
find able leaders. that fit job specifications.

The question remains as to what is the alternative? The most feasible altematlve,
Fiedler's view, is to “engineer the job to fit the manager”. This involves a three-step
process: Determine whether leaders are task or relationship-oriented; Classify the
situational factors of leadershxp posmons and Select the appropnate strategy to bnng
aboutimproved effectweness
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Criticisn

Contingency model is not a bed of roses. It is criticised on the following grounds:

L

First of all, LPC as a measuring rod of leadership style is subject to serious
criticism. LPC is a confusing concept. According to Fiedler, low score on LPC
reflects a task-oriénted approach and high score reflects a relationship-oriented
approach. But a number of studies in which a leader’s style on LPC scale were
compared with the ‘Consideration and Initiating Structure’ scale of the LBDQ

do not support this sort of relationship.” Moreover, the reliability of the LPC |

scale is also open to question. For instance, in one study it has been found that
the same person may obtain different LPC scores on different days.

Fiedler’s model is criticised on the ground that it is unidimensional. He suggests
that leaders can be either task-oriented or relationship-oriented, as'the situation
demands. Further, some researchers contend that Fiedler shapes his theory to
fit known results.

Contingency-model lacks a theoretical orientation. Since it has been developed
from research data rather than from theoretical framework, it has predictive

© power, but lacks explanatory power. It thus becomes less of a theory and more

of an empirical generalisation. Fiedler could not explain why one particular
leadership trait is more desirable than others in a particular situation. Fiedler,
further more, could not explain why the same style is appropriate and work
equally well in both favourable and unfavourable situation.

There are some fundamental deficiencies in the model as pointed out by some
researchers, of course, including the Fiedler himself. For example, a situation of
high position power in one study might be considered to be one of low position
power in another study. .

The favourableness of a work situation is defmed in terms of three variables: the
quality of leader-member relations, the extent to which the task is structured,
and the extent of leader’s position power. Of these three factors, according to
Fiedler, leader member relations is the most important variable followed by task
structure and position power. But some researchers have found that of all the
three, task structure is the only important situational factor.

Further, Fiedler considers only some situational variables. However, researchers

have pointed out a number of other situational modifiers affecting the leadership
style and subordinate performance. These include subordinates’ expectations of

leader behaviour, congruence of leadership styles among organisational levels,’

and the ability of the leader to influence his superior.

The model is highly complex and the procedures and statistical analysis that
support the validity of the model are both brainstorming-and frightening. Further,
some behavioural scientists criticised the use of small samples in his research. Of
course, Fiedler's colleagues in a follow-up study have made use of large samples
and appropriate situational tests.

Finally, some criticism is also invited from the application of his model to actual
practice of human resgurce management. Fiedler suggests that management

" would be better off to engineer positions so that the environment fits the leader

instead of the traditional way of selecting the leaders to fit into the existing jobs.
He contends that change in'the job is preferable to change in the leadership style.
But it is very difficult to-change the situation to fit the leadership style.

-‘Leadership: Styles
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Organisational Behaviour In spite of these criticisms Fiedler’s contingency theory has proved to be an important
addition to the paradigm of leadership research and literature. Its success may be
because of two reasons—(i) it conveniently accommodates a number of personal and

' situational factors in the study of the leadership, and (ii) it operationalises the model

NOTES into a set of actions that can be used to improve one’s leadership effectiveness.

Contribution . : .

Even critics of contingency theory ungrudgingly accept that Fiedler’s theory has made
a promising breakthrough in leadership research. In spite of its complexity, there can
be little doubt that the contingency model has already had major impact upon the
knowledge of leadership and leader effectiveness. The model is and will probably
remiain a rich source of new ideas, propositions, and hypothesis about leadership style
and effectiveness. It has set an important precedent for the mushrooming growth of
contingency models, not only for leadership but for management concepts as well.

[7.5 PATH GOAL THEORY

-

According to the Path goal theory, proposed by R. J. House, leaders shold motivate
subordinates by clarifying the path to personal rewards that result from attaining
| work goals. The path is clarified by eliminating confusion or conflicting ideas that
the subordinate may hold. The leader should also increase the number and kinds of
rewards available to subordinates. He should provide guidance and counsel to clarify
the way in which there rewards can be obtained. In other words, it is the manager's
task to provide the subordinate with a better fix on the job, to help clarify realistic
expectancies and reduce barriers to the accomplishment of valued goals.

Leaders should, in a nutshell, (i) clear paths, (ii) clarify goals, (iii) provide support,
(iv) provide rewards, and (v) analyze the situation, task and employee’s needs.

__ Path Goal Theory: Brief Description’

o Itis about huw leaders motivate followers to accomplish designated goals

¢ The stated goal of leadership is to enhance employee performance and
employee satisfaction by focusing on employee motivation

o Emphasises the relationship between the leadér’s style and characteristics of
the followers and the work setting '

« The leader must use a style that best meets the followers motivational needs

Styles of Behaviour

Leaders can perform these strategic funcﬁoné: according to the path goal model, By
adopting the following styles of behaviour: : .

(8) Supportive: Leader is friendly and approachable to the employees; shows
concern for status, well-being and needs of the employees, treats them as his
equals. This is similar to what Ohio State researchers labelled ‘consideration’.

(b) Directive: Leader here focuses on planning, organising, and coordinating
the activities of subordinates. He defines the standards of performance, lets
subordinates know as to what is expected of them. It is similar to the Ohio
State researchers’ ‘initiating structure’. '
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(c) Participative: Leader here consults the employees, solicits their suggestions,
incorporates the good decisions.

{d) Achievement-oriented: Leader adopting this style sets challengmg goals;
expects the employees to perform ‘at their best, he continuously seeks
increments in their performance, etc.

The Situational Factors

The speéific leadership style, according to House, that works unquestionably best, is

determined by two types of situational variables:

Characteristics of subordinates: The style selected by the leader should be
compatible with the abilities, needs and personalities of the followers. If the
followers are high in their ability, a supportive style would suffice; if they have
low ability then a highly structured and directive type of style is necessary.
Subordinates with high needs for affiliation will be satisfied with a considerate
leader. But subordinates with a high need for achievement will probably prefer
a task-oriented leader. Agam the personality of the subordinates is an important

‘contingency variable in the path goal model. Internally-oriented employees,

(internals) who believe they can control their own behaviour, prefer leaders who
demonstrate more supportive behaviour. On the other hand, externally-oriented
(externals) employees who believe that fate controls their behaviour prefer the
directive leadership.

Path Goal Theory: Leadership Styles/Situational Factors
Leadership Style Subordinate Environment
Directive e Want _ Authority|e Complex or ambiguous
‘Leadership - task
»  External Locus of control | e Strong formal authority
e Low ability *  Good work group
Supportive . - * Do not want Authority | e  Simple or structured task.
: Leadership '
* Internal Locus of control | ¢ Weak formal authority -
»  External Locus of control No good work group
Participative e  Want to be involved ' Complex or ambiguoils
' ¢ Internal locus of control task .
e High ability " Strong or weak formal
authority )
Good or no good group
Achievement . Want authority Simple or structured task
Oriented leadership Strong formal authority
. External locus of control Good or no good work
*  High ability group

Work environment: The environmental variables include factors which are not
within the control of the subordinate but which are significant to satisfaction or
to the ability to perform effectively. These include the subordinates’ tasks, formal
authority system of the organisation and the primary work group.
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Organisational Behaviour * Any of the environmental factors can motivate or constrain the subordinate. For
example, the subordinate could-be motivated by the work group and gain satisfaction

from-co-worker’s acceptance for sitting through the job according to the group norms. .
. House asserts that if the subordinates are working on highly unstructured jobs
NOTES characterised by high degree of ambiguity in roles, leader directiveness is necessary.
" | In other words, when the task is unstructured, worker feels that his path to satisfaction
is bumpy and prefers to be directed. Conversely, if the employees are working on
structured and well defined tasks, leader directiveness is redundant and a supportive

style will do. -

The path goal proposes that leader behaviour will be motivational to the extent that
it assists subordinates cope with environmental uncertainties. A leader whois able to .
reduce the uncertainties of the job is considered tobe a motivator because he increases
‘the subordinate’s expectations that their efforts will lead to desirable rewards. The
degree to which the subordinate sees certain job behaviours ‘as leading to various
_rewards and the desirability. of these rewards to the individual (preference) largely
determine job satisfaction and performance. The path goal model compels the leader -
to consider the individual subordinates as well as the situation.

Evaluation

1. Comphcated Itisa complicated situational theory. Empirical testing becomes
- difficult because of methodological complexities.

2. Neghglble support: The path-goal theory is currently in the state of infancy, .
backed by a relatively little research (and so is too early to make any substantive
assessment). Some researchers report that workers on highly structured tasks
have high job satisfaction when their leader uses a supportive style. Conversely,
workers on highly unstructured tasks are more productive when the leader uses .
adirective style but do not necessarily report more satisfaction. Some researchers
find the entire theory to be sketchy in nature, requiring further refinement.
Research by scientists like Weed, Mitchel, etc. donot conform some of the findings
of House.

3. Post Hoc theory: Another serious lmutatlon is that the Path Goal theory is a Post
Hoc theory in the sense that some of the research evidence supportmg the theory
was also used to construct it.

- 4. Incomplete picture: The Path Goal theory is incomplete, in the sense that it does
not explain the effects of leader behaviour on factors other than subordinates’
acceptarice, satisfaction and expectation. Rather, it provides a tentative explanation
of the leadership style. Again the model does not consider the effects of personnel
traits that may constrain the selection of leader behaviour. Another limitation is
the assumption that’leaders can c:hange theu behav1ours to various Ieadershlp
situations.

Desplte these negative opinions, House’s model is apprecia ted on the ground thadtitnot
only attempts to suggest what type of leader may be effective in a given sifuation but
) also attempts to explain why the leader is effective. The path-goal theory i is somewhat
. more elaborate than Fiedler’ s, whose intuitive basis is not ent]rely clear, in that it
takes into account the personality characteristics of subordinates as well as situational
factors. It may also be noted that the strength of the path-goal theory is the limitation
of Fiedler’s contingency model and, vice versa. It is definitely a viable approach when
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task-oriented variables such as role ambiguity, task aufonomy-and task uncertainty Leadership-‘_-sjrj’fes
are confronted by followers and leaders. Further, the path-goal theory provides a and Theories
heuristic framework for the new researchers in the field.

NOTES .
SUMMARY '

» Leadership is the process of influencing group activities towards the
accomplishment of goals in a given situation. A leader performs several
important functions while getting things done. He acts as a ‘linking pin’, counsels
people, uses power properly, managers his time will and strives to achieve goals
effectively. : '

»  According to the Greatman theory, leaders are born not made. Successful leaders
have certain great qualities that separate them from the ‘Crowd’. The theory has
lost most of its appeal ever since people began to realise that all are born equal
in this world. o

» The behaviour exhibitéd by a leader during the supervision of subordinates
is known as leadership style. An autocratic leader takes all decisions himself
without consulting subordinates. He permits very little freedom of action.
The participative leader encourages his subordinates to participate in the
decisions-making process. He does not dominate and encourages subordinates
to cornmunicate openly. A free-rein leader turns an entire problem or project
over to subordinates. He does not direct at all and acts like a passive observer.

s  Transformational leaders are those who recognise, exploit and satisfy the needs
of followers while elevating them to higher levels of motivation and morality.
Transactional leaders focus attention on achieving results in a practical way,
clarifying things to subordinates. :

o An effective leader must be flexible enough to adapt to the differences. among
subordinates and situations. The ability to understand the demands of the
situation and act in an appropriate manner determines the success of a leader.

¢+ Leadership theories may be broadly put into three types: Trait theory views
leadership as a combination of a set of personality traits. It tries to explain
leadership on the basis of what leaders are. According to the behavioural theory,
leadership is shown by a person’s acts rather than by his traits. According to
situational theory the qualities, characteristics and .skill required in a leader
are determined to a large extent by the demands of the situation in which he
is to function as a leader. An effective leader must be flexible enough to adapt
to the differences among subordinates and situations. The ability to understand
the demands of the situation and act in an appropriate manner determines the
success of a leader.

'REVIEW EXERCISES

1. “Perhaps the foggiest idea in the field of managément is leadership. Yet, despite
the fog that obscures its outline and hinders an understanding of leadership, all
sorts of organisations are busy trying to develop it”. Discuss it.
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What do-you mean by leaélership?-How is it different from managership?

What do you understand by ‘leadership style’? Can you explain leadership stylés
on a continuum? If so, how?

‘What are the'major differences between autocratic, democratic, and abdicratic

styles of leadership?

Explain trait theory of leadership. The results of thousands of studies exploring
leadership traits were mildly successful. Do you agree with this statement?

6. Some people have stated that the trait approach is dead and buried. Is it true?

7. What are the major limitations of the trait theory of leédersk.u'p effectiveness?
8. What are the two critical leader behaviours identified at Ohio State studies of

" 10.

11.
12

13.
14.
15.
16.
17,

18.
19,
20.

21.

114 Self-Instructional Material

Jeadership? Do you notice any similarity between Ohio studies and Michigan

‘studies? _ . , A
Explain in detail the managerial grid. Do you advocate grid training for modern
" managers? :

Qutline the basic theory of the Managerial Grid. Whjch‘leadership Style in the

grid is most effective according to Blake and Mouton?
Critically examine the Fiedler’s contingéncy theory of leadership effectiveness.

What background motivational, or personal factors do you think would make a
leader high LPC or low LPC? '

What do you mean by LPC scale? Critically examine ti]js scale in relation to the
leadership style,

How is the House's path-goal model is related to Vroom’s expectancy theof}f of
motivation? What are the basic propositions of the path-goal theory?
Path goal model allows for incorporation of many subordinates’ and environmental
factors in establishing a leader-situation match. Explain these factors.

Discuss elaborately the situational theory of leadership as propagated by Hersey
and Blanchard. ‘ ' :

What do'you mean by the life cycle theory? Explain the concept of maturity in’

relation to the theory? :
“Leadership is situational.” Verify the truth in this statement.
Is there a single best style of leadership?

Present a summarised view of situational theories of leadership. Also, state how
leadership potential and effectiveness could be improved?

Could someone be a manager but not a leader? A leader butnot a manager? Both
a leader and a manager? Explain. '

How is it possible for a leader to be both task-oriented and relaﬁbnship-oriented

at the same time? Can you think of other forms of leader behaviour that are

important of a manager?
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CASESTUDY Chonce ofa Leader

Mr. Ranjan Kumar is the Managing Dlrector of a Soaps Manufacturlng Company To incréase
sales, the Board of Directors wanted to start a fuli-fledged marketing department, Mr. Kumar
is ‘entrusted with the task of finding a suitable candidate to head the proposed marketing
department. After considering a number of candidates, he has narrowed down his choice to
two persons: Viswanath Dutt and Rajnarain.

Mr. Viswanath Dutt has an excellent frack record in the company. During his fruitful assoctation
with the company, to be precise ten years, he has always shown a high degree of enthusiasm
and initiative in his work. He is still young (35 years) dynamic and aggressive. He is result-
oriented and is more interested in ends rather than means. One of the workers, testifying his
leadership qualities, remarked thus : “Though he is harsh-at times, you wilt know where you
stand when you work with him. When you have done a good job, he lets you know it". Mr. Dutt
is willing to shoulder additional responsibilities. He decides things quickly and when action is
required, he is ‘always on his toes’,

During his 15 years tenure in the Company, Mr. Rajnarain has endeared himself to. all his
colieagues by his superior workmanship and pleasing manners. He always believes in
the principle of employee participation in the decision-making process. Unlike Mr. Dutt, he
encourages his subordinates ‘to come out with innovative ideas and useful suggdestions.
Before arriving at a decision he always makes it a point to consult his subordinates. Not
surprisingly, all his subordinates are very pleased to work under him and praise his leadership
qualities. They readily admit that the participative climate has encouraged them to use their
talents fully in the service of the organisation. Company records also bear evidence for the
increase in the production scon after Rajnarain became the head of his department. '

Questions
1. Analyse the [eadéership qualities and styles of Mr. Duit and Mr. Rajnaraln

2. Between the two people, whom would you recommend for the position of a.marketing
manager? Why?
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8. GROUPS AND GROUP DYNAMICS

81  Introduction
82  Types of Groups

8.3 Stages of Group Development
Summary
Review Exercises

8.1 INTRODUCTION

'A Group is a collection of two or more people who interact with each other and are
interdependent on each other for a common purpose and perceive themselves and to
be a group’. This definition reveals the following features of a ‘Group’.

¢ Two or More Persons: For a group to exist, it must have at least two members, The
‘members are all dependent on one another. In a work situation, each individual
~ is aware that the overall job cannot be achieved without assistance from others.

* . Interaction: Each member must interact with one more member of the group at
Jeast occasionally. Some form of communication must take place, i.c., either face- ‘
to-face, over a telephone, or through ‘a computer network.

*  Reasonable Size: Groupscould grow to any size. However, froman organisational
point of view, we are concerned with groups of reasonable size. It is diffictilt for
group members to interact with each other closely, when the size grows beyond
a manageable number. i

*  Shared Goal Interest: Memberts of a-group must have some common goals or
shared interests. They need not agree with all the purposes of a group. If a group
has a variety of goals or interests,.each member of the group must share at least
one of the group’s interests.

»  Collective Identity: Each member of the group must believe that he is a member
* of, is participant in some specific group. It is the awareness of each other that
clearly differentiates a group from a mere collection of persons (passengers in

railway compartment, students in a class, customers in a departmental store, etc.).

A group may, thus, be defined as two or more individuals interacting and

'| interdependent, who have come together to achieve particular objectives. The team

“Gronp Dynamics” is concerned with the intéractions and forces among group
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members in a social situation. More specifically, it refers to the (i) internal nature of the
groups, as to how they are formed, (i7) what their structures and processes are, (ifi) how
they function and affect, individual members, other-groups and the organisation.
Groups perform three functions that are unportant to an enterprise’s success.

() Socialisation of new employee: The work group teaches the new employee |
the work norms, that is, how to behave at work. It orients and educates the.

new employees into the enterpnse s work rules and norms and helps h1m
under control.

" (b) Gettmg the job done: The work group teaches the employee how to cope
with the job. Truly speaking, it is the organisation that provides the necessary
training for employees to do the job, but in practice it is the work group

“within the organisation, that help the employees learn how to interact with
" the rest of the organisation and how to get the job done.

. (¢} Decision-making; Weil established groups that are operating effectively can
_contribute to organisational members by turning out better decisions. Two
heads are better than one.’

8.2 TYPES OF GROUPS

There are many different kinds of groups and many different ways of classifying
them. This chapter will concentrate on the formal and informal groups that exist in
~ organisations.

8.2.1 Formal Groups

Formal groups may, pnmarﬂy, be classified into two categories. Formal groups, as
" stated earlier, are created by managerlal decision to accomphsh the stated goals of the
organisation.

() Command Group: A command group consists of a supervisor and his ‘or her
subordinates. A umver51ty president and respective college deans, a head
nurse and respective floor nurses, and a first-line supervisor and respective
assembly line workers are all command groups. These command groups
are a permanent part of the organisation structure. Even if a particular
supervisor or subordinate leaves the group, the group itself remains intact.

" (i) Task Group: A task group consists of employees who work together to.

complete a partlcular task or project, but who do not necessarily report to the |

same supervisor. For example, in many organisations there is a Safety and

Accident Committee. This committee consists of individuals from different

departments and divisions who coordinate the development of safety rules

and monitor compliance with those rules. Being a member of a task group

is not a full ime assignment; it is a work assignment that temporarily

takes individuals away from their command groups to Work .on a common
_problem. ‘ :

-A task group is often called a commlttee, task force, or pro;ect group.
Although these terms are often used interchangeably, a distinction can be

Groups and
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