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LESSON 1:
 NATURE OF ORGANIZATIONAL

BEHAVIOUR

UNIT 1
EVOLUTION OF ORGANISATIONAL

BEHAVIOUR

Objectives
• Define organizational behavior
• List the major challenges and opportunities for managers to

use OB concepts
• Identify the contributions made by major behavioral science

disciplines to OB
• Explain various approaches to the study of OB
• Identify and Expalain the OB model

Evolution of Organizational Behavior
Welcome students to your module Organizational Behaviour.
Let us try to understand term organizational behaviour.
‘Organizational Behaviour’ – It has two words ‘organisation’
and ‘Behaviour’.
Now, what is an organization?
We can define the term organization as two or more individu-
als who are interacting with each other within a deliberately
structured set up and working in an interdependent way to
achieve some common objective/s. Organizations play a major
role in our lives. We possibly cannot think of  a single moment
in our lives when we are not depending on organizations in
some form or the other. Right From  the public transport that
you use to come to your institute, the Institute itself, the class
you are attending at this moment, are all examples of organiza-
tions.
So Now dear students  what is Behaviour? Is it the behaviour
of Organisation or the Behaviour of the people  who are
working in the organisation?
Yes, it is the behaviour of  the people working in an
organisation to achieve common goals or objectives.
Organisation comprises of people with different attitudes,
cultures, beliefs, norms and values.
So now,lets understand organizational behavior and what it
exactly it means…..
‘Organizational Behaviour’ can be defined as the study of what
people think, feel, and do in and around organizations. The
study of Organizational Behavior facilitates the process of
explaining, understanding, predicting, maintaining, and
changing employee behavior in an organizational setting.
The value of organizational behavior is that it isolates impor-
tant aspects of  the manager’s job and offers specific perspective
on the human side of mangement :
• people as organizations,
• people as resources,
• people as people.
In other words, it involves the understanding, prediction and
control of human behaviour and factors affecting their perfor-
mance and interaction among the organizational members. And

because organizational behavior is concerned specifically with
employment – related situations, you should not be surprised
to find that it emphasizes behavior as related to concerns such
as jobs, work, absenteeism, employment  turnover , productiv-
ity, human performance and management

Nature Of Organizational Behavior (OB)
Organizational behaviour is an applied behavioural science that
is built on contributions  from a number of behavioural
disciplines such as psychology, sociology, social psychology,
anthropology and economics.
So now students lets see how these disciplines are related  to
organisational behaviour,
• Psychology. Psychology is the study of  human behavior

which tries to identify the characteristics of individuals and
provides an understanding why an individual behaves in a
particular way. This thus provides us with useful insight
into areas such as human motivation, perceptual processes
or personality characteristics.

• Sociology. Sociology is the study of  social behavior,
relationships among social groups and societies, and the
maintenance of social order. The main focus of attention is
on the social system. This helps us to appreciate the
functioning of individuals within the organization which is
essentially a socio-technical entity.

• Social psychology. Social psychology is the study of
human behaviour in the context of social situations. This
essentially addresses the problem of understanding the
typical behavioural patterns to be expected from an
individual when he takes part in a group.

• Anthropology. Anthropology is the science of  mankind
and the study of human behaviour as a whole. The main
focus of attention is on the cultural system, beliefs,
customs, ideas and values within a group or society and the
comparison of behaviour among different cultures. In the
context of  today’s organizational scenario. It is very
important to appreciate the differences that exist among
people coming from different cultural backgrounds as
people are often found to work with others from the other
side of the globe.

• Economics. Any organization to survive and sustain must
be aware of the economic viability of their effort. This
applies even to the non-profit and voluntary organizations
as well.

• Political Science Although frequently overlooked, the
contributions of political scientists are significant to the
understand arrangement in organizations. It studies
individuals and groups within specific conditions
concerning the power dynamics. Important topics under
here include structuring Of Conflict, allocation of power
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Notes

and how people manipulate power for individual self-
interest etc.

The following figure depicts to highlight the interdisciplinary
nature of organizational behaviour.
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LESSON 2:
HISTORICAL DEVELOPMENT OF ORGANIZATION BEHAVIOUR AND CONTRIBUTING

DISCIPLINES TO OB FIELD

Now students, we are clear with the basic concept of organiza-
tional behaviour . Now let’s try to trace the evolution of
management. Though the practice of management can
definitely be traced back to ancient time say, during the era of
building huge structures like pyramids in Egypt or temples in
India or the churches, but the formal discipline of management
as we find it today evolved only during the later part of
nineteenth century. After completing this lesson, you will be
able to learn the following schools of management:
• Scientific management
• Classical administration
• The human relations approach
• The systems approach
• The contingency approach

Scientific Management
Frederick Taylor (1865-1915) was among the first to argue that
management should be based on the following principle
instead of depending on more or less hazy ideas:
• Well-matched,
• Clearly defined and
• Fixed principles
He pioneered the ‘scientific management’ movement which
suggested that systematic analysis could indicate ‘accurate’
methods, standards and timings for each operation in an
organization’s activities. The duty of  management was to select,
train and help workers to perform their jobs ‘properly’. The
responsibility of workers was simply to accept the new meth-
ods and perform accordingly. The practical application of  this
approach was to break each job down into its smallest and
simplest component pans or ‘motions’: each single motion in
effect became a separate, specialized ‘job’ to be allocated to a
separate worker. Workers were selected and trained to perform
such Jobs in the most efficient way possible, eliminating all
wasted motions or unnecessary physical movement.
A summary of  scientific management, in Taylor’s own words,
might be as follows.
(a) The man who is fit to work at any particular trade is unable

to understand the science of that trade without the kind
help and co-operation of men of a totally different type of
education.”

(b) ‘It is one of the principles of scientific management to ask
men to do things in the right way, to learn something new,
to change their ways in accordance with the science and in
return to receive an increase of  from 30% to 100% in pay.

An Appraisal of Scientific Management Today
Alterations to poor work methods and inefficient movements
are used today, both to increase productivity and to reduce
physical strain on workers. However, it has now been

recognised that performing only one ‘motion’ within a job is
profoundly unsatisfying to workers: operations need to be re-
integrated into whole Jobs. It has also been  ecognized that
workers can and should take more responsibility for planning
and decision-making in connection with their work, as we will
see later in this chapter.
Looking back on scientific management as an approach, Hicks
writes: ‘by the end of the scientific management period, the
worker had been reduced to ‘the role of an impersonal cog in
the machine of production’. His work became more and more
narrowly specialized until he had little appreciation for his
contribution to the total product... Although very significant
technological advances were made... the serious weakness of the
scientific approach of management was that it de-humanised
the organizational member who became a person without
emotion and capable of being scientifically manipulated, just
like machines’.

Frederic Taylor’s 4 Principles of Management

1. Develop a science for each element of  an individual’s work
2. Scientifically select, train and develop the worker
3. Heartily cooperate with the workers
4. Divide work & responsibility equally between managers &

workers Improve production efficiency through work
studies, tools, economic incentives

Classical Administration Theory of Management
Henri Fayol (1941-1925) was a French industrialist who put
forward and popularized the concept of the “universality of
management principles’: In other words, he advocated that all
organizations could be structured and managed according to
certain rational principles. Fayol himself recognised that
applying such principles in practice was not simple: ‘Seldom do
we have to apply the same principles twice in identical condi-
tions; Contribution must be made for different changing
circumstances.’ Among his principles of  rational organization,
however, were the following influential ideas.
1. Division of work. Dividing the work into small

convenient components and giving each component to one
employee. It encourages employees for  continuous
improvement in skills and the development of
improvements in methods.

2. Authority. The right to give orders and the power to exact
obedience.

3. Discipline. No slacking, bending of rules.
4. Unity of command. Each employee has one and only one

boss.
5. Unity of direction. A single mind generates a single plan

and all play their part in that plan.
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6. Subordination of Individual Interests. When at work,
only work things should be pursued or thought about.

7. Remuneration. Employees receive fair payment for
services, not what the company can get away with.

8. Centralization. Consolidation of management functions.
Decisions are made from the top.

9. Scalar Chain (line of authority). Formal chain of
command running from top to bottom of the
organization, like military

10. Order. All materials and personnel have a prescribed place,
and they must remain there.

11. Equity. Equality of  treatment (but not necessarily identical
treatment)

12. Personnel Tenure. Limited turnover of  personnel.
Lifetime employment for good workers.

13. Initiative. Thinking out a plan and do what it takes to
make it happen.

14. Esprit de corps. Harmony, cohesion among personnel.
Out of the 14, the most important elements are specialization,
unity of command, scalar chain, and, coordination by managers
(an amalgam of authority and unity of direction).

An Appraisal of Classical Administration
Many organizations continued to be managed on the ‘rational’
lines of  classical theory.
However, as we shall see in Sections 5 and 6 of this chapter,
such organizations have certain drawbacks. An organization
structured on classical lines is often identified as a ‘bureaucracy’.
While its formality, rationality and impersonality make it very
stable and efficient in some respects, it has proved dysfunctional
in other areas. A bureaucracy is stable partly because of its rigid
adherence to its rules and procedures and the chain of com-
mand, but this rigidity also makes it:
(a) Very slow to respond to customer/consumer demands
(b) Very slow to respond to change in its business environment

in terms of  technology, competitors, new market trends.
(c) Very slow to learn from its mistakes

Human Relations Movement
Now lets start of with the topic Human relations Movement
where we will study the human relations school of manage-
ment which was established after scientific management school.
We will learn about the famous ‘Hawthorne studies’ and great
researchers like Sir Elton Mayo and his team of faculty col-
leagues from Harvard Business School.
The fast-changing business environment of the late 20th
century made it very difficult for classical organizations to
compete. Flexibility and innovation began to challenge stability;
diversity began to challenge ‘universal’, ‘one-size-fits-all’
principles of Management, multi-skilled project teams were
seen to be more responsive to consumer demands than
specialized, one-man-one-boss structures; the scalar chain of
command was decimated by ‘delayering’ in response to
economic recession and other forces.
Nevertheless, classical thinking allowed practicing managers to
step back and analyse their experience in order to produce

principles and techniques for greater efficiency and effectiveness.
This emphasis resulted from a famous set of experiments (the
Hawthorne Studies) carried out by Mayo and his colleagues for
the Western Electric Company in the USA.
The company was using a group of girls as ‘guinea pigs’ to
assess the affect of lighting on productivity:  They were amazed
to find that productivity shot up, whatever they did with the
lighting. Their conclusion was that: ‘Management, by consulta-
tion with the girl workers, by clear explanation of the proposed
experiments and the reasons for them, by accepting the workers’
verdict in several instances, unwittingly scored a success in two
most important human matters - the girls became a self-
governing team, and a learn that co-operated whole heartedly
with management.’

Human Relations Movement and Behaviouristic
Schools of Manageement
The human relations movements actually started with the series
of  experiments conducted by George Elton Mayo, professor of
Industrial Research at the Harvard Graduate School of  Business
and his colleagues at the Hawthorne plant of  Western Electric
Company. This company was a manufacturer of  equipment for
the Bell telephone system and at the time of the experiments,
there was an acute problem of employee dissatisfaction at the
plant. It was also quite evident that the employees were not
producing up to their fullest capability. This happened in spite
of the fact that it was one of the most progressive companies
with pension schemes, sickness benefit schemes, and numerous
other facilities offered to its employees. The earlier attempts of
the efficiency experts produced inconclusive findings. So the
company sought help from the group of university professors
to find a solution to the problem. The study continued for an
extended period of time and had gone through various phases,
which is briefly described here.
• Phase I:   Illumination Experiments
• Phase II:  Relay Assembly Test Room
• Phase III: Interviewing Programme
• Phase IV: Bank Wiring Test Room

Phase I: Illumination Experiments
In order to test the traditional belief that better illumination
will lead to higher level of  productivity, two groups of  employ-
ees were selected. In one, the control group, the illumination
remained unchanged throughout the experiment while in the
other the illumination was increased. As had been expected, the
productivity went up in the latter or what was known as the
experimental group. But what baffled the experimenters was the
fact that the output of  the control group also went up. As the
lighting in the formal group was not altered, the result was
naturally puzzling and difficult to explain. The investigators
then started to reduce the illumination for the test group. But in
this case as well the output shoot up again. Thus the researchers
had to conclude that illumination affected production only
marginally and there must be some factor which produced this
result.

Phase II: Relay Assembly Test Room
In this phase, apart from illumination, possible effects of other
factors such as length of  the working day, rest pauses and their
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duration & frequency and other physical conditions were
probed. The researcher who was continuously present with the
group to observe the functioning of  the group acted as their
friend and guide. Surprisingly, here also the researchers found
that the production of the group had no relation with the
working conditions. The outcome of the group went increasing
at an all-time high even when all the improvements in the
working conditions were withdrawn. Nobody in the group
could suggest why this was so. Researchers then attributed this
phenomenon to the following:
• Feeling of  perceived importance among the group members

as they were chosen to participate in the experiment.
• Good relationship among the group
• High group cohesion.

Phase III: Interviewing Programme
From the Relay Assembly Test Room, the researchers for the
first time became aware about the existence of informal groups
and the importance of social context of the organizational life.
To probe deeper into this area in order to identify the factors
responsible for human behaviour, they interviewed more than
20,000 employees. The direct questioning was later replaced by
non-directive type of  interviewing. The study revealed that the
workers’ social relationship inside the organizations has a
significant influence on their attitude and behaviour. It was also
found that merely giving a person an opportunity to talk and air
his grievances has a beneficial effect on his morale.

Phase IV: Bank Wiring Test Room
It had been discovered that social groups in an organization
have considerable influence on the functioning of the individual
members. Observers noted that in certain departments, output
had been restricted by the workers in complete disregard to the
financial incentives offered by the organization. Mayo decided to
investigate one such department which was known as the bank
wiring room where there were fourteen men working on an
assembly line. It was found that the group evolved its own
production norms which were definitely much lower than that
set by the authority. This was done deliberately by the group to
protect the slow workers and because of the apprehension that
if the pace of production were increased, a sizeable number of
the workforce would eventually be redundant. The group norm
was so strictly adhered to by most of the group members that
nobody dared to violate it for the fear of being ostracized by the
group. The group was controlled by an individual who had
emerged as the informal leader.
Thus the Hawthorne study pointed out the following:
• The business organization is essentially a socio-technical

entity where the process of social interactions among its
members is also extremely important.

• There is not necessarily a direct correspondence between
working conditions and high production.

• Economic motives are not the only motive for an employee.
One’s social needs can also significantly affect their
behaviour. Employee-centred leaders always tend to be
more effective than the task-oriented leaders.

• The informal groups and not the individuals are the units
of  analysis in a group.

Later on people like Douglas McGregor, Abraham Maslow,
Kurt Lewin, Chester Bernard, Rensis Likert, Chris Argyris,
Warren Bennis etc. from more formal behaviour science
background developed an approach which later came to be
known as behavioural science approach. In the same line as in
Human Relations movements, this school criticised the
scientific management as being highly mechanistic and showing
little respect to human nature. Behaviourists point out the
superiority of more flexible organizational structure and
employees’ self-imposed control over the strict external control,
as suggested by the classical schools.
However, the Human Relation movements and the
Behaviouristic Schools also had their share of criticisms. These
are presented below.

An Appraisal of the Human Relation Approach

• It is diagonally opposite to the classical schools. It focuses
on the human side of the organization and certainly
ignored other critical factors.

• At times some hard decisions have to be taken in an
organization and it is impractical to try to please every one
all the time.

• Though it is true that individuals do have other than
economic motives, the importance of financial incentives
cannot be ignored.

• There is hardly any empirical support for the view ‘happy
workers are more productive’, which seems to be the focal
theme of this school.

• This approach often puts an unrealistic demand on the
managers and supervisors.

Contingency Theory
The contingency approach to organization developed as a
reaction to the idea that there are  nothing like ‘One best way’
for designing organizations, motivating staff and so on. The
basic tenet of contingency theory can be put essentially as
follows: appropriate management approach depends on
situational factors faced by an organization
Newer research indicated that different forms of organizational
structure could be equally successful, that there was no inevi-
table-link between classical organization structures and
Effectiveness, and that there were a number of variables to be
considered in the design of organizations and their style of
management. Essentially, “it all depends’ on the total strength
and weakness of organization and opportunities and threats
which lies out in the environment  of each organization.
Managers have to find a “best fit’ between the demands of:
(a) The tasks
(b) The people
(c) The environment
In other word Manager should consider situation .We will note
contingency approaches to various aspects of management as
we proceed through this module.
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An Appraisal of the Contingency Approach
Management writer Tom Lupton noted that:
‘It is of great important that managerial “style” or procedure for
arriving at decisions, or one kind of organizational structure, is
suitable for all organizations. Managers in each organization
have to find that method which  best meet the particular
circumstances of  size, technology, competitive situation and so
on.
Awareness of the contingency approach will be of value in:
1. Encouraging managers to identify and define the particular

circumstances of the situation they need to manage, and to
devise and evaluate appropriate ways of handling them

2. Encouraging responsiveness and flexibility to change.

PPT: Evolution of Organization Behaviour

• Slide 1. Introduction to OB
• Slide 2. Definition Of Organizational Behavior (OB)
• Slide 3. Contributing disciplines to OB
• Slide 4. Contributing disciplines to OB
• Slide 5. OB Model
• Slide 6. Scientific Management: its contribution
• Slide 8. Fayol’s principle:
• Slide 9. Human Relations Movement: Contributions &

criticisms
• Slide 9. Contingency Approach

7/22/2004 Rai University 1

Organization Behaviour

SAMS/RBS

12/22/2003 Rai University 2

Organization Behaviour
• ‘Organizational Behaviour’ can be 

defined as the study of what people 
think, feel, and do in and around 
organizations. 

12/22/2003 Rai University 3

Contributing disciplines
• Organization BehaviourThere are 

mainly six disciplines that contribute 
to the body of organizational
behaviour viz. psychology, 
sociology, social psychology, 
anthropology and economics
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Organization Behaviour
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OB Model
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Scientific Management

Frederic Taylor's 4 principles of management:

1. Develop a science for each element of an individual's work
2. Scientifically select, train and develop the worker
3. Heartily cooperate with the workers 
4. Divide work & responsibility equally between managers & 

workers Improve production efficiency through work 
studies, tools, economic incentives

12/22/2003 Rai University 7

Fayol’s Principle
Fayol laid down the following principles of organization (he called them 

principles of management):
• 1. Specialization of labor. 
• 2. Authority. 
• 3. Discipline. 
• 4. Unity of command. 
• 5. Unity of direction. 
• 6. Subordination of Individual Interests.. 
• 7. Remuneration. 
• 8. Centralization. 
• 9. Scalar Chain
• 10. Order. 
• 11. Equity. 
• 12. Personnel Tenure. 
• 13. Initiative. 
• 14. Esprit de corps
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Human Relation Aproach
• Thus the Hawthorne study pointed out the following:
� § The business organization is essentially a socio-technical 

entity where the process of social interactions among its members 
is also extremely important.

•
� § There is not necessarily a direct correspondence between 

working conditions and high production.
•
� § Economic motives are not the only motive for an employee. 

One’s social needs can also significantly affect their behaviour. 
Employee-centred leaders always tend to be more effective than 
the task-oriented leaders.

•
• The informal groups and not the individuals are the units of 

analysis in a group. 

12/22/2003 Rai University 9

Contingency theory

• Appropriate management approach depends on 
situational factors faced by an organization

• so Managers have to find a "best fit' between the 
demands of:

• (a) The tasks

• (b) The people

• (c) The environment

Summary

Key Terms

• Organizational Behaviour. The study of  what people
think, feel and do in and around organizations.

• Psychology. The study of  human behaviour.
• Sociology. The study of  social behaviour, relationships

among social groups and societies, and the maintenance of
social order. The main focus of attention is on the social
system.

• Anthropology. Anthropology is the science of  mankind
and the study of human behaviour as a whole.

• Individual behaviour. The abilities and personal needs,
motivation, personality characteristics, perceptual processes
and judgments, at the   individual level.

• Group behaviour.  The way work groups behave within an
organization. Every individual in an organization is a
member of one or the other groups and groups influence
the functioning of  any organization significantly.

• Scientific  management. A management approach
formulated by F. W. Taylor and others (1890-1930) that
sought to determine scientifically the best methods for
performing any task , and for selecting, training and
motivating workers.

• Administrative Science approach. An early attempt
pioneered by Henri Fayol, to identify the principles and
skills that underlie effective management.

• Bureaucracy. Organizations with a legalized formal and
hierarchical structure; it also refers to the formal structural
process within an organization.

• Human relations approach. A school of management
thought that focused on the human side of the
organization.

• Contingency Approach. The school of management that
emphasizes the need of including the situational factors in
deciding the best possible way of  managing.

• Systems Approach. This is a school of management
thought that view the organization as a unified, directed
system of interrelated parts.

Organizational Behaviour –Case study
Too nice to People.
John has graduated from the college of Business administra-
tion at State University and has joined his family’s small
business, which employees twenty-five semi skilled workers
During the first week on the job, his dad called him in and said:
“ John, I’ve had a chance to observe you working with the men
and women for the past two days and, although I hate to, I feel
I must say something. You are just too nice to people. I know
they taught you that human relations stuff  at the university, but
it just doesn’t work here. I remember when we discussed the
Hawthrone studies when I was in school and everybody at the
university got all excited about them, there is more to managing
people than just being nice to them.
If  you were John how would you explain to your father the
new perspective that is needed and how the study of organiza-
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tional behaviour will help the business be successful in the new
Paradigm?

Notes
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LESSON 3:
ABILITY: NATURE AND TYPES

UNIT2
BEHAVIOR OF INDIVIDUALS

Objectives
After reading this chapter, you should be able to:
• Identify two types of ability
• Shape the behavior of others
• Analyze the Traditional and Contemporary view of  learning
• Identify types of Reinforcement
• Distinguish between the four schedules of reinforcement
• Clarify the role of punishment in learning
• Practice self-management
• Exhibit effective discipline skills
• Explain the origin of Personality
• Explain the factors that determine an individual’s

personality
• Describe the MBTI personality framework
• Identify the key traits in the Big Five personality model
• Explain the measures of Personality
• Explain the three basic components of Attitude
• Analyze the effect of job satisfaction on employee

performance
• Explain about organizational commitment

Individual and Physical Abilities
Dear students, welcome to your next learning module that is
behaviour of  individuals. We have seen that organizations
comprises of  people from different cultures. Thus organiza-
tions get seriously affected by such individual qualities as ability,
perception, learning and motivation. In our subsequent lessons
we would try to learn each one separately.

IndividualAbility
So students let’s see how  an individuals ability is related to
organizational behaviour;
Organizational behaviour is traditionally considered as the ‘
study of human behaviour in the work place’.  According to
this view organisations, representing collective  entities of
human actions and experiences, are dependent upon the extent
to which such actions/ experiences,  are effectively coordinated.
To understand human action, one needs to have a fundamental
understanding of human behaviours and the underlying
stimuli.  The behaviour of individuals are influenced signifi-
cantly by  their abilities. The following diagram presents the
various individual factors affecting the final behaviour of a
person.

Figure 1.Behaviour of Individuals

Ability
Ability refers to an individual’s capacity to perform the various
tasks in a job.
An individual’s overall abilities are essentially made up of  the
following factors:
1. Intellectual Abilities, and
2. Physical Abilities.

Different Types of Abilities

Figure 2. Various types of  abilities
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IntellectualAbilities
Intellectual Abilities are those that are needed to perform
mental activities. Mental activities can be measured by intelligent
quotient (IQ) tests, that are designed to ascertain one’s general
Mental abilities. Some familiar examples of such tests in are
Common Admission Tests (CAT), Management programs
admission tests (GMAT), law (LSAT), and medical (MCAT),
etc. Usually these tests try to measure and evaluate one’s mental
abilities on various academic areas pertaining to the success in
the relevant courses, such as mathematics, English, General
knowledge etc.
It is believed that there are a few different dimensions of
mental abilities. Some of the most frequently cited dimensions
of intellectual capacities are:
1. Number Aptitude (Mathematics),
2. Verbal Comprehension (English),
3. Perceptual Speed,
4. Reasoning,
5. Deductive Reasoning,
6. Spatial Visualization,
7. Memory
Generally speaking, the more information processing is required
in a job, the more general intelligence and verbal abilities will be
necessary to perform the job successfully. Of  course, a high IQ
is not a prerequisite for all. In Fact, for many jobs in which
employee behavior is highly routine and there are little or no
opportunities to exercise discretion, a high IQ may be unrelated
to performance. On the other hand, a careful review of the
evidence demonstrates that tests that assess verbal, numerical,
spatial, and perceptual ability are valid predictors of job
proficiency at all levels of jobs. Therefore, tests measure specific
dimensions of intelligence have been found to be strong
predictors of future job performance.

Exhibit 1: Different Types of Mental Abilities

PhysicalAbilities
To the same degree that intellectual abilities play a larger role in
complex jobs with demanding information-processing

requirements, specific physical abilities gain importance for
successfully doing less skilled and more standardized jobs.  For
example, jobs in which success demands stamina, manual
dexterity, leg strength, or similar talents require management to
identify an employee’s physical capabilities.
Research on the requirements needed in hundreds of jobs has
identified nine basic abilities involved in the performance of
physical tasks. These are described in Exhibit 2. Individuals
differ in the extent to which they have each of these abilities.
Surprisingly, there is also little relationship between them: A
high score on one is no assurance of a high score on others.
High employee performance is Likely to be achieved when
management has ascertained the extent to which a job requires
each of the nine abilities and then ensures that, employees in
that job have those abilities.
The specific intellectual or physical abilities required for adequate
job performance depend on the ability requirements of  the job.
So, for example, airline pilots need strong spatial-visualization
abilities. Beach lifeguards need both strong spatial-visualization
abilities and body coordination Senior Managers need verbal
abilities; high rise construction workers need balance; and
Journalists with weak reasoning abilities would likely have
difficulty meeting minimum job-performance standards.

What Predictions can we Make when the Fit is Poor?
Quite obviously, if  employees lack the required abilities, they are
likely to fail. But When the ability-job fit is out of sync because
the employee has abilities that far exceed the requirements of
the job, our predictions would be very different. Job perfor-
mance is likely to be adequate, but there will be organizational
inefficiencies and possible declines in employee satisfaction.
Given that pay tends to reflect the highest skill level that
employees possess, if  an employee’s abilities far exceed those
necessary to do the job, management will be paying more than
it needs to, Abilities significantly above those required can also
reduce the employee’s job satisfaction when the employee’s
desire to use his or her abilities is particularly strong and is
frustrated by the limitations of  the job.

Exhibit2:DifferentTypesofPhysicalAbilities

Sr 
No. 

Dimension of 
intellectual 
abilities 

Description Job Example 

1 Number aptitude Ability to do speedy 
and accurate 
arithmetic 

Accountant 

2 Verbal 
Communication 

Read write speaking 
ability 

Senior 
managers 

3 Perceptual Speed Identify similarities 
and differences 
quickly and 
accurately 

Investigators 

4 Inductive 
reasoning 

Logical sequence 
drawing 

Market 
Researcher 

5 Deductive 
reasoning 

Ability to use logic 
and assess the 
implications of the 
argument   

Supervisors 

6 Spatial 
Visualization 

Ability to imagine Interior 
decorator 

7 Memory Ability to retain and 
recall past 
experience 

Sales person-
Remembering 
customer’s 
name 

Nine Basic Physical abilities 
Strength factor 

1 Dynamic Exerting muscular strength rapidly 
and repeatedly 

  

2 Trunk Exerting muscular strength rapidly 
and repeatedly using the trunk 

muscle 

  

3 Static Exert force against external object   
4 Explosive Exert and expend all force in one or 

series of explosive acts. 
  

Flexibility factor 
5 Extent Ability to bend trunk and back 

muscle 
  

6 Dynamic Ability to bend trunk and back 
muscle rapidly and repeatedly 

  

Other factor 
7 Body Co-

ordination 
Mind and body control   

8 Balance Ability  to maintain equilibrium 
against external force. 

  

9 Stamina Ability to exert force persistently.   
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Points to Ponder

•Individual Abilities
Individual abilities are 
made up of two factors:

1)Intellectual abilities
2)Physical abilities

 

•IINTELLECTUAL ABILITIES
The abilities that are needed to 

perform mental activities (such as 
logical reasoning, analysis) as per the 
requirement of the job

•PHYSICAL ABILITIES
•some jobs demand certain specific 

physical abilities for its success (such 
as stamina, physical dexterity, leg 
strength

 

Notes
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Learning
Dear students, in today’s lesson we will try to understand the
process of learning in an individual. Learning is an extremely
important area from the viewpoint of understanding human
behaviour. In this context, we are not talking about the formal
and structured types of learning that are expected to take place
in classroom situations only. As we have mentioned earlier, the
way an individual learns, what he learns are all important
determinants of his behaviour. In this lesson on learning we
will thus try to understand the following:
• Basic nature of learning
• Theories of learning
• Application of learning principles in organizational context.

A Definition of Learning
According to Stephen Robbins, learning may be defined as any
relatively permanent change in behavior that occurs as a result of
experience. Our definition is concerned with behavior. As
Behaviour is collection of related activities, so change in
behaviour results in to change in activities which are responsible
for the concerned change behaviour.
The present definition of learning has several components that
deserve clarification.

1. Learning Involves Change
Change may be good or bad from an organizational point of
view. People can learn unfavorable behaviors to hold prejudices
or.to restrict their output, for example-as well as favorable
behaviors.

2. The Change must be Relatively Permanent
Temporary changes may be only reflexive and fail to represent
any learning. Therefore, the Requirement that learning must be
relatively permanent rules out behavioral changes caused by
fatigue Or temporary adaptations.

3. Learning Involves Change in Behaviour
Learning takes place when there is a change in actions. we must
depend on observation to see how much learning has occurred.
For example if a word processing operator who key boarded 70
words a minute before taking a new training course can now key
board 85 words in a minute, we can infer that learning has
occurred.
We can say that a person has learned whenever changes in
behavior of that person take place. In other words, we can say
that changes in behavior indicate that learning has taken place.
Similarly, no change in behavior indicates no learning has taken
place. It must however be remembered that in certain types of
learning, there are some periods of time that follow the learning
during which there is no indication of apparent changes. This
does not necessarily mean that no learning has taken place.
These periods of no apparent change in behaviour is called the

‘incubation period’, where the assimilation and internalization
of learning take place.
But in a general way we may say that in the process of learning,
people behave in a changed way as a result of  learning. Thus we
infer that learning has taken place if an individual behaves,
reacts, responds as a result of experience in a manner different
from the way he formerly behaved.

Theories Of Learning
In order to explain the complex topic like human learning ,
various researchers have approached the problem from various
perspectives. This has given rise to different theories of  learning.
We will review some of   the most important theories of
learning which are:
1. Classical Conditioning,
2. Operant Conditioning, And
3. Social Learning,

Traditional View: Classical Conditioning
To understand contemporary thinking of  learning, we first need
to be aware of its historical roots. Classical conditioning is  a
simple form of learning in which conditioned response is
linked with an unconditioned stimulus.
What do you do when you hear a bell ring?
A teacher told this story on himself. When most teachers hear a
bell one of the first things they do is walk out into the hallway
to be a monitor just to keep a watchful eye on the students.
Right?  Well this guy had acquired such a habit that when he
was at home and the doorbell rang he’d walk into a nearby
hallway and “monitor” his family. For him it was simply such a
strong habit that he’d produce the right behavior (going into
the hall to monitor) at the wrong place (his own home).
In this section we will look at Classical Conditioning, perhaps
the oldest model of change that is there. It has several interest-
ing applications to the classroom, ones you may not have
thought about. Let’s look at the components of  this model.

Components of Classical Conditioning
A Russian physiologist, Ivan Pavlov, conducted this experi-
ment. A simple surgical procedure allowed Pavlov to measure
accurately the amount of  saliva secreted by a dog.
When Pavlov presented the dog with a piece of meat, the dog
exhibited a noticeable increase in salivation.
When Pavlov withheld the presentation of meat and merely
rang a bell, the dog did not salivate.
Then Pavlov proceeded to link the meat and the ringing of the
bell. After repeatedly hearing the bell before getting the food,
the dog began to salivate as soon as the bell rang.

LESSON 4:
LEARNING
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wired together like a horse and carriage and love and marriage as
the song goes. “Unconditioned” means that this connection
was already present before we got there and started messing
around with the dog or the child or the spouse.
“Stimulus” simply means the thing that starts it while “re-
sponse” means the thing that ends it. A stimulus elicits and a
response is elicited. (This is circular reasoning, true, but hang in
there.) Another diagram,
• Conditioning Stimulus
• Bell
• with
• Food ———————————> Salivation
• Unconditioned Stimulus———> Unconditioned

Response
We already know that “Unconditioned” means unlearned,
untaught, preexisting, already-present-before-we-got-there.
“Conditioning” just means the opposite. It means that we are
trying to associate, connect, bond, link something new with the
old relationship. And we want this new thing to elicit (rather
than be elicited) so it will be a stimulus and not a response.
Finally, after many trials we hope for,
• Bell ——————————> Salivation
• Conditioned Stimulus —> Conditioned Response
Let’s review these concepts.
1. Unconditioned Stimulus: a thing that can already elicit a

response.
2. Unconditioned Response: a thing that is already elicited by a

stimulus.
3. Unconditioned Relationship: an existing stimulus-response

connection.
4. Conditioning Stimulus: a new stimulus we deliver the same

time we give the old stimulus.
5. Conditioned Relationship: the new stimulus-response

relationship we created by associating a new stimulus with
an old response.

There are two key parts. First, we start with an existing relation-
ship, Unconditioned Stimulus —> Unconditioned Response.
Second, we pair a new thing (Conditioning Stimulus) with the
existing relationship, until the new thing has the power to elicit
the old response.

A Little History and a Comparison
The example we used here is from the first studies on classical
conditioning as described by Ivan Pavlov, the famous Russian
physiologist. Pavlov discovered these important relationships
around the turn of the century in his work with dogs (really).
He created the first learning theory which precedes the learning
theory most teachers know quite well, reinforcement theory. We
will look at reinforcement theory in a separate chapter, but for
now I do want to make a point.
The point is this: Classical conditioning says nothing about
rewards and punishments which are key terms in reinforcement
theory. Consider our basic example,
• Conditioning Stimulus

Table 1 : Classical Conditioning

The easiest place to start is with a little example. Consider a
hungry dog who sees a bowl of food. Something like this
might happen:

Food —> Salivation
The dog is hungry, the dog sees the food, the dog salivates.
This is a natural sequence of events, an unconscious, uncon-
trolled, and unlearned relationship. See the food, then salivate.
Now, because we are humans who have an insatiable curiosity,
we experiment. When we present the food to the hungry dog
(and before the dog salivates), we ring a bell. Thus,
• Bell
• with
• Food —> Salivation
We repeat this action (food and bell given simultaneously) at
several meals. Every time the dog sees the food, the dog also
hears the bell. Ding-dong, Alpo.
Now, because we are humans who like to play tricks on our
pets, we do another experiment. We ring the bell (Ding-dong),
but we don’t show any food. What does the dog do? Right,

Bell —> Salivate
The bell elicits the same response the sight of the food gets.
Over repeated trials, the dog has learned to associate the bell
with the food and now the bell has the power to produce the
same response as the food. (And, of course, after you’ve tricked
your dog into drooling and acting even more stupidly than
usual, you must give it a special treat.)
This is the essence of  Classical Conditioning. It really is that
simple. You start with two things that are already connected
with each other (food and salivation). Then you add a third
thing (bell) for several trials. Eventually, this third thing may
become so strongly associated that it has the power to produce
the old behavior.
Now, where do we get the term, “Conditioning” from all this?
Let me draw up the diagrams with the official terminology.
• Food ——————————> Salivation
• Unconditioned Stimulus —> Unconditioned Response
“Unconditioned” simply means that the stimulus and the
response are naturally connected. They just came that way, hard

Unconditioned Stimulus (US) 
(Food) Salivation  

Neutral Stimulus (NS) 
(Ringing of the bell) 

 

Picking up the ear, etc., not 
salivation 

US + NS 
(Food and ringing of the bell together)

Salivation 

NS 
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• BELL
• with
• Food ——————————> Salivation
• Unconditioned Stimulus —> Unconditioned Response
There is nothing in here about rewards or punishments, no
terminology like that, not even an implication like that. Classical
conditioning is built on creating relationships by association
over trials. Some people confuse Classical Conditioning with
Reinforcement Theory. To keep them separated just look for the
presence of rewards and punishments.

Everyday Classical Conditioning
This type of influence is extremely common. If you have pets
and you feed them with canned food, what happens when you
hit the can opener? Sure, the animals come running even if you
are opening a can of green beans. They have associated the
sound of the opener with their food.
Classical conditioning works with people, too. Go to K-Mart
and watch what happens when the blue light turns on. Cost
conscious shoppers will make a beeline to that table because
they associate a good sale with the blue light. (And, the research
proves that people are more likely to buy the sale item under the
blue light even if the item isn’t a good value.)
And classical conditioning works with advertising. For example,
many beer ads prominently feature attractive young women
wearing bikinis. The young women (Unconditioned Stimulus)
naturally elicit a favorable, mildly aroused feeling (Uncondi-
tioned Response) in most men. The beer is simply associated
with this effect. The same thing applies with the jingles and
music that accompany many advertisements.
Perhaps the strongest application of classical conditioning
involves emotion. Common experience and careful research
both confirm that human emotion conditions very rapidly and
easily. Particularly when the emotion is intensely felt or negative
in direction, it will condition quickly.
For example, I have heard from a person who, when was in
college  was robbed at gun point by a young man who gave him
The Choice (“Your money or your life.”) It was an unexpected
and frightening experience. This event occurred just about dusk
and for a long time thereafter, the guy often experienced
moments of dread in the late afternoons particularly when he
was just walking around the city alone. Even though he was
quite safe, the lengthening shadows of the day were so strongly
associated with the fear he experienced in the robbery, that he
could not but help feel the emotion all over.
Clearly, classical conditioning is a pervasive form of  influence in
our world. This is true because it is a natural feature of all
humans and it is relatively simple and easy to accomplish.

The Contemporary  View: Learning as a Cognitive
Process
Although  it is not tied to single theory or model, contempo-
rary learning theory generally views learning as a cognitive
process; that is , it assumes people are conscious, active partici-
pants in how they  learn.

(Learning as a cognitive process)
First, in the cognitive view, people draw on their experiences and
use past learning as a basis for present behavior. These experi-
ences represent presumed  knowledge or cognitions. For
example, an employee faced with a choice of job assignments
will use previous experiences in deciding which one accept.
Second, people make choices about their behavior.
Third, people recognize the consequences of their choices.
Thus, when the employee finds the job assignment rewarding
and fulfilling, she will recognize that the choice was a good one
and will understand why. Finally people evaluate those conse-
quences and add them to prior learning which affects future
choices.
There fore several perspectives on learning take a cognitive view.
Foremost is the operant conditioning or reinforcement theory
which we will be studying in our next lesson. So before
knowing about operant conditioning let’s put learning in an
organizational context.

Learning in Organizations
Most people associate learning with formal education and with
school in particular. While this association is quite logical, we
should also note the pervasive extent to which learning also
occurs in organizations. From a simple orientation  perspective,
for example, newcomers to an organizations learn when to
come to work, how to dress, whom to ask for assistance, how
to apply for annual leave, when to expect a paycheck, how to file
an insurance claim, and so forth. From performance perspective,
employees learn how to do their jobs more effectively, what is
expected of them in the way of performance outcomes, and
what it takes to get rewarded. From a social perspective,
employees learn how to get along with colleagues, which
behaviors are acceptable and unacceptable, the norms of the
group, and so on. Form a political perspective, employees learn
how to get along with their bosses, whom to avoid , whom to
trust, and so forth. And from a career perspective, employees
learn how to get ahead , how to get promotions, which job
assignments to seek and which to avoid, and the like. Clearly,
then , much of organizational life and the behavior of indi-
viduals within organizations are influenced by learning and
learning processes.

Notes

Feed back 

 
 
 
  

 
 
 Prior learning Behavioural choice Perceived 

consequences 
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LESSON 5:
JOB: EFFECT OF JOB SATISFACTION ON EMPLOYEE PERFORMANCE

As would be managers, you would be quite naturally be
interested in finding out the possible effects of job satisfaction
on employee performance.
Students, what is meant by Job Satisfaction?
Job Satisfaction is the employee’s perception of  how well their
job provides those things that are viewed as important.
Let’s look into the characteristics of  the job  which give the job
satisfaction to the employees:
1) Challenging job: job must have scope for application of

skill, knowledge and initiative. Above all it must be
meaningful.

2) Equitable rewards : more than the rewards equity and
fairness or reward is equally important.

3) Supportive working conditions: Good and  supportive
working conditions are equally important for good
performance by the employees and also for increasing their
job satisfaction

4) Supportive supervisors and colleagues: Cooperative
colleagues and Supportive supervisors definitely motivate
the employee to perform better and increase the job
satisfaction.

There have been considerable studies that have been conducted
on job satisfaction to ascertain its effect on various aspects of
employee behavior. We will have a quick glance at these findings
now.

Satisfaction and Productivity
The available research evidence does not always support the
claim ‘happy workers are the productive workers. This seems to
be true at the individual level, though at the organizational level,
some positive relationship is found between these two
variables. So, according to Stephens Robbins, we might
conclude that though a happy worker is not always more
productive, happy organizations are more productive.

Satisfaction and Absenteeism
We find a consistent negative relationship between satisfaction
and absenteeism, but the correlation is moderate — usually less
than + 0.40. It certainly make sense that dissatisfied workers are
more likely to miss work than their satisfied counterpart.
Nevertheless, we must remember that there are other factors
that might have some impact on this relationship.

Satisfaction and Turnover
Satisfaction is also found to be negatively related to turnover
and the correlation between the two is stronger than what is
found between satisfaction and absenteeism. Certainly other
factors such as general market conditions, expectations about
alternative job opportunities, and length of tenure with the
organization are important constraints on the actual decision to
leave one’s current job.

Other effects: In addition to those noted above, there are a
number of other effects brought about by high job satisfaction.
Highly satisfied employees tend to have better mental health
and physical health, and they  learn new job-related  tasks more
quickly and tend to exhibit pro-social behaviors such as helping
co-workers  and being more cooperative.

Job Satisfaction

Job Satisfaction is the employee’s 
perception of how well their job 
provides those things that are viewed 
as important 
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characteristics of the job  which give 
the job satisfaction 

� challenging job 
�Equitable rewards 
�Supportive working conditions 
�Supportive supervisors and colleagues 

Notes
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LESSON 6:
PERSONALITY: NATURE AND ITS THEORIES

Welcome students to your today’s lesson on Personality. In our
earlier section we have appreciated the need for understanding
the individual factors like personality to appreciate and compre-
hend one’s behaviour in the context of  organizations. In the
following section we will learn the nature of  personality, the
determinants of  personality, and will review various theories of
personality.
In organizations, does personality matter? Ask that question of
anybody who has spent any time in organizations or teams,
and, intuitively, most will respond in the affirmative. Frequently,
people will be more than willing to cite examples of how
personalities have affected team performances or how personali-
ties made life in an organization unbearable (or, an enjoyable
experience). Personalities, in a study of organizational behavior
do matter.
So, what is personality? The word personality comes from the
Latin root persona, meaning “mask.” According to this root,
personality is the impression we make on others; the mask we
present to the world
 Personality is defined  as “a unique set of traits and characteris-
tics, relatively stable over time.” Clearly, personality is unique
insofar as each of  us has our own personality, different from
any other person’s. The definition further suggests that
personality does not change from day to day. Over the short-
term, our personalities are relatively set or stable. However,
definition does not suggest that personality is somehow rigid,
unchangeable, and cast in concrete. Definition recognizes that,
over a longer term, personality may change.
To examine whether this change is indeed consistent with most
peoples’ reality, we ought to examine “where personality comes
from”; what are the origins of personality?

The Origins of Personality: The Nature-
nurture Debate
For psychologists studying the development of  personality,
“nature vs. nurture” was a central debate. “Nature vs. nurture”
suggests that biology (a person’s genes) and society (the
environment in which a person grows up) are competing
developmental forces. In the past, the debate sought to find
whether one may be more important than the other. Today
most psychologists would concede both nature and nurture are
necessary for personality development. Both help to make us
who we are.

Determinants of Personality
Several factors influence the shaping of  our personality. Major
among these are
1. Heredity,
2. Culture,
3. Family Background,
4. Our Experiences through Life,

5. And The People we interact with.
There are some genetic factors that play a part in determining
certain aspects of what we tend to become. Whether we are tall
or short, experience good health or ill health, are quickly irritable
or patient, are all characteristics which can, in many cases, be
traced to heredity. How we learn to handle others’ reactions to
us (eg.our appearance) and the inherited traits can also influence
how our personality is shaped.

Culture
The culture and the values we are surrounded by significantly
tend to shape our personal values and inclination. Thus, people
born in different cultures tend to develop different types of
personalities which in turn significantly influence their
behaviours. India being a vast country with a rich diversity of
cultural background provides a good study on this. For
example, we have seen that people in Gujarat are more enter-
prising than people from other states, Punjabees are more
diligent and hardworking, people from Bengal are more creative
and with an intellectual bend and the likes.

Family Background
The socio-economic status of  the family, the number of
children in the family and birth order, and the background and
education of the parents and extended members of the family
such as uncles and aunts, influence the shaping of personality
to a considerable extent.
First-borns usually have different experiences, during childhood
than those born later; Members in the family mould the
character of all children, almost from birth, in several ways -by
expressing and expecting their children to conform to their own
values, through role modeling, and through various reinforce-
ment strategies such as rewards and punishments which are
judiciously dispensed. Think of how your own personality has
been shaped by your family background and parental or sibling
influences!

Experiences in Life
Whether one trusts or mistrusts others, is miserly or generous,
have a high or low self esteem and the like, is at least partially
related to the past experiences the individual has had. Imagine
if someone came to you and pleaded with you to lend him Rs.
100 which he promised to return in a week’s time, and you gave
it to him even though it was the last note you had in your
pocket to cover the expenses for the rest of that month.
Suppose that the individual never again showed his face to you
and you have not been able to get hold of him for the past
three months. Suppose also that three such incidents happened
to you with three different individuals in the past few months.
What is the probability that you would trust another person
who comes and asks you for a loan tomorrow? Rather low, one
would think. Thus, certain personality characteristics are
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moulded by frequently occurring positive or negative experi-
ences in life.

People We Interact With
“A Person is known by the company he or she keeps” is a
common adage. The implication is that people persuade each
other and tends to associate with members who are more like
them in their attitudes and values. Beginning childhood, the
people we interact with influence us.  Primarily our, parents and
siblings, then our teachers and class mates, later our friends and
colleagues, and so on. The influence of these various individu-
als and groups shapes our personality. For. Instance, if  we are
to be accepted as members of  our work group, we have to
conform to the values of that group which mayor may not
always be palatable to us; if we don’t, we will not be treated as
valued members of  the group. Our desire to be a part of  the
group and belong to it as its member, will compel many of us
to change certain aspects of our personality (for instance, we
may have to become less aggressive, more cooperative, etc.).
Thus, our personality becomes shaped throughout our lives by
at least some of the people and groups we interact with.
In summary, our personality is a function of  both heredity and
other external factors that shape it. It is important to know
what specific personality predispositions influence work
behaviors.

Personality Theories

Traits Theory
The traditional approach of understanding personality was to
identify and describe personality in terms of traits. In other
words, it viewed personality as revolving around attempts to
identify and label permanent characteristics that describe
an individual’s behavior.

Popular characteristics or traits include shyness, aggressiveness,
submissiveness, laziness, ambition, loyalty, and timidity. This
distinctiveness, when they are exhibited in a large number of
situations, are called personality traits. The more consistent the
characteristic and the more frequently it occurs in diverse
situations, the more important that trait is in describing the
individual.

Early Search for Primary Traits
Efforts to isolate traits have been stuck because there are so
many of  them. In one study, as many as 17,953 individual traits
were identified.  It is virtually impossible to predict behavior
when such a large number of traits must be taken into account.
As a result, attention has been directed toward reducing these
thousands to a more manageable number. One researcher
isolated 171 traits but concluded that they were superficial and
lacking in descriptive power.  What he sought was a reduced set
of traits that would identify underlying patterns. The result was
the identification of 16 personality factors by Cattell, which he
called the source, or primary, traits. These 16 traits have been
found to be generally steady and constant sources of behavior,
allowing prediction of  an individual’s behavior in specific
situations by weighing the characteristics for their situational
relevance. Based on the answers individual gave they have been
classified as on the basis of the answers individuals give to the
test, they are classified as:

1. Extroverted Or Introverted (E Or I),
2. Sensing Or Intuitive (S Or N),
3. Thinking Or Feeling (T Or F), And
4. Perceiving Or Judging (P Or J).
These classifications are then combined into 16 personality
types.
To illustrate, let’s take several examples.

Measures of Personality

Can Personality be Measured?
If we wish to measure the current in a electric circuit, we can
insert an ammeter into the circuit. If we wish to measure the
weight of some substance, we simply place that substance on
scales designed to measure weight. What about personality?
Unfortunately, we cannot directly “measure” personality. But if
we cannot directly observe the seemingly unconscious, how do
we know it exists?
The answer to the question lies in the fact that we can, in fact,
directly observe behaviors. As students of  human behavior, we
are then left to infer personality from the behaviors it manifests.
Psychologists thus use behavioral indicators in constructing
projective tests. These tests are designed to draw conclusions
about personality from observed behaviors.
There are various standard tests and scales available to measure
personality. In the following section we will be describing a few
of these.
 Thematic Apperception Test (TAT): It is a  projective test
that offers more validity. The TAT consists of  drawings or
photographs of real-life situations. People taking the test are
instructed to construct stories based on these images, and
trained raters then score the recorded story for predefined
themes. Psychologists assume that the stories people tell reflect
the unconscious.
Myers-Briggs Types Indicator (MBTI) was originally
developed by a mother & daughter team which have the
following components.

INTJs are Visionaries
They usually have original minds and great drive for their own
ideas and purposes. They are characterized as skeptical, critical,
independent, determined, and often stubborn.

ESTJs are Organizers
They are realistic, logical, analytical, decisive, and have a natural
head for business or mechanics.
They like to organize and run activities.

The ENTP type is Conceptualizer
He or she is pioneering, individualistic, versatile, and attracted to
entrepreneurial ideas. This person tends to be resourceful in
solving challenging problems but may neglect routine assign-
ments. A recent book that profiled 13 contemporary
businesspeople who created super successful firms including
Apple Computer, Federal Express, Honda Motors, Microsoft
and Sony found that all 13 are intuitive thinkers (NTS).lZ
This result is predominantly interesting because intuitive
thinkers represent only about 5 percent of the population.
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More than 2 million people a year take the MBTI in the United
States alone. Organizations using the MBTI include Apple
Computer, AT&T, Citicorp, Exxon, GE, 3M Co., plus many
hospitals, educational institutions, and even the U.S. Armed
Forces.

The Big Five Model
MBTI may be deficient in valid supporting evidence, but that
can’t be said for the five-factor model of personality ‘more
typically called the Big Five.
In contemporary, an impressive body of  research supports that
five basic dimensions. motivate all others and encompass most
of the significant variation in human personality .
The Big Five factors are:
• Extraversion. This dimension captures one’s comfort level

with relation ships. Extraverts tend to be gregarious,
assertive, and sociable. Introverts tend to be reserved, timid,
and quiet.

• Agreeableness. This dimension refers to an individual’s
tendency to defer to others. Highly agreeable people are
cooperative, affectionate, and trusting. People who score low
on agreeableness are cold, disagreeable, and antagonistic.

• Conscientiousness. This dimension is a measure of
reliability. A highly conscientious person is responsible,
organized, dependable, and persistent. Those who score
low on this dimension are easily distracted, disorganized,
and unreliable.

• Emotional stability. This dimension taps a person’s ability
to bear up stress. People with positive emotional stability
tend to be calm, self-confident, and secure. Those with
highly negative scores tend to be nervous, anxious,
Depressed, and insecure.

• Openness to experience. The final dimension addresses
an individual’s range of  interests and fascination with
novelty. Extremely open people are creative, curious, and
artistically sensitive. Those at the other end of the open-
ness category are conventional and find comfort in the
familiar.

Personality 

�Defintion: personality may be 
defined as the unique set of traits 
and  characterstics relatively stable 
over a period of time

 

Points to Ponder

Determinants of personality 

�Heridity
�Culture
�Family background
�Our experiences through life
�And the people we interact with
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Personality theories

�Traits theory
� This theory is a traditional approach of 

identifying the personality and 
describing it in terms of traits

� Traits include shyness, aggressiveness, 
submissiveness, laziness, ambition, 
timidity.

 

Measures of personality

�Personality can be measured through:
� Thematic appreciation test
�Myers- briggs types indicator
� INTJs are visionaries 
� ESTJs are organizers.
� The ENTP type is conceptualizer.  
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Exercise: So students now we shall revise the concept of
personality by doing this small exercise.

Review Questions
1. What is personality?
2. What are the major allegations against traits theory?
3. What is Myers-Briggs Type Indicator?
4. Do people from the same country have a common

personality type? Explain.
5. Define personality. Do you think a manager must have the

basic understanding of personality? Support your views.
Describe briefly the psychoanalytic theory of  personality.

Multiple Choice
1 . An individual’s personality is determined by

1. Heredity
2. Environment
3. Situational factors
4. All of the above

2 . According to the Myers-Briggs type Indicator, _____ are
conceptualizers.
1. INTJs
2. ESTJs
3. ENTPs
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4. MBTIs
3 . Which dimension of the Big Five model refers to an

individual’s propensity to defer to others?
1. Extroversion
2. Agreeableness
3. Emotional stability
4. Openness to experience

4 . Holland’s theory of  personality=job fit argues that job
satisfaction is highest and turnover lowest where
1. A personality and occupation are in agreement.
2. An individual is highly motivated.
3. Salary is high.
4. Employees have an education.

5 . _____ is (are) reactions to an object, not a trait. They are
object-specific.
1. Internal stimuli
2. Affect
3. Emotions
4. Moods

True or False

1. If personality characteristics were completely dictated by
heredity, they would be fixed at birth and no amount of
experience could alter them.
True
False

2. A substantial body of research supports the MBTI as a
valid measure of  personality.
True
False

3. Individuals with an internal locus of control believe that
they are masters of their own fate.
True
False

4. Individuals with Holland’s investigative personality are well
suited for careers as small business managers.
True
False

Anger Can Power the Creation of New Companies
Lead Story-dateline: The Wall Street Journal, June 4, 2002.
Most people who end up becoming entrepreneurs are either
fulfilling a lifelong dream or are motivated to do so out of
necessity, such as by a layoff. Today, particularly in the midst of
economic uncertainty, business cost-cutting, corporate
downsizing, and unrealistic management expectations, many
employees have another reason for taking the plunge into the
deep waters of  business ownership. Many employees are simply
angry with the companies and managers who make decisions
that affect their lives. In fact, some of these individuals have
become quite successful.

For example, Ewing Marion Kauffman started his own drug
company, Marion Laboratories, after an angry experience with
his previous employer. Kauffman was such an outstanding
salesman in the 1950s that he made more money than the
president of  the company. The president responded by cutting
Kauffman’s sales territory. A short time later, when Kauffman
still out-earned his boss, the president cut his commission rate.
That is when Kauffman, angry because of  the president’s
actions, started his own drug company. Marion Laboratories
was so successful that in 1989, Dow Chemical Company
purchased it for approximately $5.2 billion. “Getting taken
advantage of by an employer motivated Mr. Kauffman, who
died in 1993, to succeed as an entrepreneur,” says Michie
Slaughter, a previous executive at Marion Labs and a friend of
Kauffman’s. He was profoundly committed to entrepreneur-
ship, and set up the Ewing Marion Kauffman Foundation in
Kansas City, Missouri. Its $2 billion endowment is used to help
fund programs for others who want to start small businesses.
Joseph B. Gordon considers his decision to start Differential
Pressure Plus, Inc., which has sales of about $1 million, as a
“sweet reward.” In fact, he claims he left his previous employer
of 11 years, a Connecticut auto parts maker, “to escape from
humiliating alpha-dog tyrannical management.” Gordon
believes that voluntarily leaving because of his anger “vindicated
the humiliation of layoffs.” Anger can indeed be a motivator
that can lead to sweet rewards when channeled in the right
direction.

Talking it Over and Thinking it Through
Almost everyone experiences anger during various times in his
or her professional lives. Although many individuals perceive
anger as a negative emotion, it can be used to help create a
positive outcome for individuals. Cite two examples of how
your anger or the anger of someone you know became the
catalyst that helped to direct you or someone else to more
productive, rewarding endeavors.
Individuals often react very differently when dealing with strong
emotions such as anger. Many researchers agree that the more
emotionally mature an individual is, the greater the probability
that the individual will make rational decisions when in a
situation that evokes anger. Identify three strategies that
managers might adopt to help retain a valuable employee who
might consider leaving a firm because of his or her anger.

Thinking About The Future
Emotions will always play a significant role in determining
employee behavior. Wise managers know that many employee
exits are simply a result of incompetent, insensitive managers
who often mishandle employee-related situations.
When he started his company, Gordon decided to create the
exact opposite work environment from the firm he left. For
example, he allows all assemblers at his company to watch
daytime television while performing their tasks. In addition,
they perform their own quality checks, determine their own
work hours, and can even occasionally bring children or pets to
work as needed. Employee empowerment is indeed a major key
to his company’s success.
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Kaufman also made a point to always treat others as he would
like to be treated. “It’s the happiest principle by which to live
and the most intelligent principle by which to do business and
make money,” he says.

Sources
Bailey, Jeff. “Anger Can Power the Creation of  New Compa-
nies,” The Wall Street Journal, June 4, 2002.
Where Happiness Lies: Social Scientists Reveal Their Research
Findings in the Realm of Positive Psychology
Lead Story-dateline: Monitor on Psychology, January 2001.
In a recent Positive Psychology Summit, co-sponsored by the
Gallup Organization, in Washington D.C., 200 social scientists
shared their research findings about happiness. That’s right,
these folks were meeting to discuss the effects of feeling good
and, as it turns out, they had a lot of good stuff to talk about.
It seems that for years, psychologists have spent the majority of
their time teaching people how not to feel bad; or, how to feel
less bad. But, as Ed Diener of the University of Illinois points
out, people don’t lay in bed thinking about feeling less bad;
rather, they think about feeling good and then feeling even
better. This new field of  “positive psychology,” founded in part
by Martin E. P. Seligman, Ph.D., former president of  the
American Psychological Association, has uncovered both
anticipated and unanticipated benefits related to being in a
positive emotional state-or, in psychological terms, experiencing
“positive affect.” Why would an article on “positive psychol-
ogy” be relevant in the world of business? Stay tuned for the
answer... But first, let’s take a look at some of  the research
findings.
Research by Dr. Alice Isen, of  Cornell University, has found that
“people experience a thrill when they get a free sample, find a
quarter on the street, or receive an unexpected gift and this
emotion makes them feel more generous, friendlier and
healthier.” Isen goes on to report that people in a positive
emotional state become more flexible in their thinking and
more creative and better problem solvers. She also found that
“small inductions of positive emotion make people smarter,
more productive and more accurate. For example, when
radiologists were given a small present, they made more accurate
diagnoses–a good reason to be nice to your radiologist! Very
importantly, according to Isen, it doesn’t take very much
happiness to generate these positive effects. The slightest
elevation in mood–even when it is barely perceptible–is enough
to produce dramatic results. “Employees who feel good because
their supervisors ‘gave them pleasantries’ or recognized their
successes are more likely to work better and harder.” Further-
more, these “happy” employees are better able to “take the
other party’s perspective in negotiations, and are less defensive
in stressful situations,” Isen reports.
Other positive psychology studies have looked at what people
like about their jobs. For example, how do people engaged in
menial (low-level) jobs make their work more personally
meaningful? According to Amy Wrzesniewski, Ph.D., professor
of  management and organizational behavior at New York
University, people who view their jobs as a “calling,” instead of
just “work,” are more likely to put in more hours, miss less

work, and report higher life satisfaction. In fact, Dr.
Wrzesniewski says that although you would think that people
who report higher satisfaction would have more “interesting”
jobs than those reporting low satisfaction, this is not necessarily
the case. Rather, it is how people personally view their work that
seems to matter as opposed to some specific aspect inherent in
the work.
Lead Story-dateline: Business Week, November 20, 2000.
After decades of being categorized as “petty”, “indecisive”,
“emotional”, “catty”, and “uncommitted”, a whole new
perception of women is beginning to emerge from the ranks of
corporate America. In an era when more and more firms are
hiring and promoting women into management positions,
what looks like an effort to acknowledge and honor diversity in
the workplace may indeed prove to have more far reaching,
fruitful, and profitable results for many firms. Although men
have, for centuries, been recognized for their adroit leadership
abilities, only recently has information begun to emerge
regarding women’s abilities to steer the reigns toward corporate
success.
An increasing number of comprehensive management studies
are beginning to unveil an interesting revelation: that in many
instances, women leaders, through performance evaluations
ratings submitted by peers, bosses, and subordinates, tend to
score measurably higher than their male counterparts in several
management-related areas.
A number of studies in firms ranging from high-tech and
manufacturing to customer services all provide similar results.
Overall, in researching performance evaluation results of
company managers, female executives consistently outranked
their male counterparts in almost every skill area. Although men
tended to receive higher evaluations in the areas of strategic
abilities and technical analysis, women outranked male counter-
parts in most other areas including numerous soft skill areas
such as motivating others, mentoring employees, communica-
tion skills, and listening to others. They also excelled in the areas
of  producing high-quality work and goal setting. Harvard
Business Professor Rosabeth Moss Kanter, author of the
management classic entitled Men and Women of  the Corpora-
tion, observes from the research findings that “women get
higher ratings on exactly those skills needed to succeed in the
global Information Age, where teamwork and partnering are so
important”. IBM’s Global Services Division head, Douglas
Elix, tends to concur with Professor Kanter’s observations.
“Women think through decisions better than men, are more
collaborative, and seek less personal glory”, says Elix.

Talking it Over and Thinking it Through
Based on the research findings, what types of leadership skills
do women tend to receive higher ratings in than men?
Based on the research findings what types of leadership skills
do men tend to receive higher ratings in than women?
Based on your personal experiences and observations, do you
believe that women tend to receive higher performance evalua-
tion ratings in most management-related areas than their male
counterparts? Please explain your answer.
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What strategies can top management take to help strengthen
performance skills for all managers?

Thinking About The Future
News about women leaders’ overall abilities to outperform
their male counterparts only serves as strong fodder for talent-
hungry recruiters anxious to help find executives with strong
people-related skills that are needed to retain valuable employ-
ees. A few executives admit that they are even beginning to
develop “a new hiring bias”. With all credentials being equal
between male and female applicants, they admit to freely
selecting the female over the male applicant in many instances
because of the perception that the female executive would be a
more effective and dedicated employee and because they believe
that women are more company oriented and less turf con-
scious. Needless to say, it is doubtful that these perceptions are
accurate in every situation.
In the future, as thousands of women move into the ranks of
middle and top management positions, hopefully there will be
an increase over the current number of only six women who are
CEO’s at the 1,000 largest corporations. As Robert Kabacoff, a
vice-president at Management Research Group in Portland,
Maine states: “At the highest levels, bosses are still evaluating
people in the most stereotypical ways…Even though women
have proven their readiness to lead companies into the future,
they’re not likely to get a shot until their bosses are ready to stop
living in the past.”

Sources
Sharp, Rochelle. “As Leaders, Women Rule”, Business Week,
November 20, 2000.

Notes
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LESSON 7:
PERCEPTION

Learning Objectives
Dear students after going through this chapter, you are expected
to be able to understand and interpret the following:
• The Nature and Importance of Perception
• Perceptual process
• Factors affecting Perception
• Social perception
• Attribution theory
Perception refers to the way we try to understand the world
around us. We gather information through our five sense
organs, but perception adds meaning to these sensory inputs.
The process of perception is essentially subjective in nature, as it
is never an exact recording of the event or the situation.
Perception is the process by which we organize and interpret our
sensory impressions in order to give meaning to the environ-
ment. As pointed out, a situation may be the same but the
interpretation of that situation by two individuals may be
immensely different.
Definition: Perception is the set of processes by which an
individual becomes aware of and interprets information about
the environment.
The perceptual process can be depicted simplistically in the
following way :

Figure 11.1 The Perceptual Process
The model of perception helps one to understand the basic
processes involved in human perception in a rather simplistic
way. At a point of  time, we are flooded with a myriad of
stimuli impinging on our sense organs, like now as you are
reading this particular page in front of you, light rays from the
page are reaching your eyes. But these are, by no means, all.
Light rays from every possible direction are also impinging on
your retina as well. At the same time you are also receiving a
host of auditory stimuli - the humming of the air conditioner,
some body talking out aloud outside, the rustling of the papers
on your table, etc. Similarly, every sense organs of  your body are
bombarded with a number of  different stimuli simultaneously.
But our brain and the nervous system are not capable of
processing so many pieces of information all together. As it is
now happening with you, you are, in all probability, hardly
aware of all these sensory inputs reaching you. Thus what

happens is that we only selectively choose from among a host
of stimuli and process only those. If we examine the model
above we will find that only those stimuli are given entry to the
process of ‘registration’ which have got adequate attention or
have aroused our interest.

Factors Affecting Perception

InternalFactors

• Sensory Limits and Thresholds : Our sensory organs
have specialized nerves which respond differently to the
various forms of energy they receive. For instance, our eyes
receive and convert light waves into electrical energy which
are transmitted to the visual cortex of the brain to create the
sensation of vision and subsequently leading to perception.
But each sense receptor requires a minimum level of energy
to excite it before perception can take place. The minimum
level is called the absolute threshold – a point below which
we do not perceive energy. The differential threshold is the
smallest amount by which two similar stimuli must be
different in order to be perceived as different.

• Psychological Factors : Psychological factors such as
personality, past experiences and learning and motives affect
an individual’s perceptual process to considerable extent.
The internal set or the inclination to perceive certain stimuli
in a particular way also influences one’s perception. These
largely determine why people select and attend to a particular
stimulus or situation over other. Things compatible to
one’s learning, interest, attitude and personality are likely to
get more attention than others.   As you must have noticed,
a person who is sitting aloof from your group in a far away
corner, automatically turn to your direction the moment
you utter his name. Similarly, if  you happen to hear the
word ‘management’ or ‘organizational behaviour’ while
traveling in a public transport, your attention is surely going
to the conversation. This happens because of  one’s strong
association (with one’s own name) or the current interest in
the topics. Likewise, one’s expectancy can affect and even
distort one’s perception. We hardly rely too much on pure
sensory inputs and perceive the reality in our own subjective
way. While hearing a droning sound high in the sky we
point to a fleeting dot and say, ‘Oh! See, that’s an aero plane
up there’ where we virtually see nothing! But on the basis of
our past experience, we correctly assume the dot for an aero
plane. Sometimes we commit errors in the process as well.
Our past learning also affects the perceptual process and
lends a typical orientation in what we perceive. The
accountant often becomes unduly suspicious when he finds
a large bill and tends to believe that as an inflated bill.

External Factors

• The Target : The characteristics of  the target that is being
observed can affect perception. We have earlier noted (refer
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to Figure 11.1 above) that a pre-requisite of perception is
attention. It has been found that there is a tendency to give
more attention to stimuli which are :

1. Large in size
2. Moving
3. Intense
4. Loud
5. Bright
6. Contrasted
7. Novel
8. Repeated
9. Stand out from the background.
• The Situation : The situation or the context in which we

see objects or events is important to shape our perception.
The presence of a policeman near the police station hardly
draws any attention, but if one is found in your classroom
will certainly be the topic of  the day. The word ‘terminal’ can
be perceived quite differently in the context of  say, the ICU
of  a hospital, an airport or the computer lab.

Person Perception
Our perceptions of people differ from the perceptions of
inanimate objects like tables, chairs, books, pencil, etc. mainly
because we are prone to make inferences regarding the inten-
tions of people and thus form judgment about them. The
perceptions and judgments regarding a person’s actions are
often significantly influenced by the assumptions we make
about the person’s internal state. Attribution theory refers to
the ways in which we judge people differently, depending on
what meaning we attribute to a given behaviour. Whenever we
observe the behaviour of  an individual, we attempt to deter-
mine whether it was internally or externally caused. Internally
caused behaviours are those that are believed to be under the
personal control of the individual or have been done deliber-
ately by him. Externally caused behaviour is seen as resulting
from outside causes, that is the person is seen as having been
compelled to behave in a particular way by the force of the
situation, and not because of his own choice. When after
repeated requests your friend failed to turn up at the special old
school boys’ meet you might ascribe his absence as a deliberate
move on his part, and you will feel hurt since it appeared that he
is quite unconcerned and careless about your feeling. But if
someone now points out about his recent increased responsi-
bilities in the business after his father’s untimely death and acute
time shortage, you tend to condone him as you are now
ascribing his absence to the external factors.
The determination of internally or externally caused behaviour
depends chiefly on the following three factors :
• Distinctiveness which refers to whether an individual

displays different behaviour at different situations. If the
behaviour (say being late in the class on a particular day) is
unusual, we tend to give the behaviour an external
attribution; and if it usual, the reverse.

• Consensus refers to the uniformity of the behaviour
shown by all the concerned people. If every one reports late

on a particular morning, it is easily assumed that there must
be a severe traffic disruption in the city and thus the
behaviour is externally attributed. But if the consensus is
low, it is internally attributed.

• Consistency is the reverse of distinctiveness. Thus in
judging the behaviour of an individual, the person looks at
his past record. If the present behaviour is consistently
found to occur in the past as well (that is being late at least
three times a week), it is attributed as internally caused. In
other words, the more consistent the behaviour, the more
the observer is inclined to attribute it to external causes.

Figure 11.3 below depicts the attribution theory in short.

Observation Interpretation Attribution of Cause

Figure 11.2 : Attribution Theory
There are often some errors or biases in our judgment about
others. When we make judgment about other people’s
behaviour, we tend to underestimate the influence of external
factors and overestimate the influence of internal or personal
factors. This is called fundamental attribution error. Another
noticeable tendency, called self-serving bias, refers to the
inclination for individuals to attribute their own successes to
internal factors while putting the blame for failures on external
factors.
Self-fulfilling Prophecy or Pygmalion Effect : An interest-
ing aspect of  people perception is the fact that people’s
expectations are often found to determine the actual perfor-
mance level. If a manager expects an excellent level of
performance from his subordinates, chances are quite high that
they will actually reach up to his expectation and will make
impossible possible. Surely the contrary is also true. If you feel
your subordinates are a worthless bunch of people, they will
only prove the same.
Attributions are found to strongly affect various functions in an
organization, e.g. the process of  employee performance
evaluations, nature of  supervision or guidance or the general
attitude towards the organization in general. As mentioned
earlier, we also tend to make various types of errors while
judging others. A few of the frequently committed mistakes are
given below :
• Selective Perception : People have a tendency to selectively

interpret what they see on the basis of their interests,
background, experiences and attitudes. We hardly have
either time or inclination to process all the relevant inputs

Individual 
Behaviour 

Distinctiveness  

Consensus 

Consistency  

External 

Internal 

External 

Internal 

External 

Internal 
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and we automatically select a few. Naturally chances are there
to miss some important cues in the process. Ex

• Halo Effect : It refers to the tendency of forming a general
impression about an individual on the basis of a single
characteristic. The smartly dressed guy who is very fluent in
English often tends to create a favourable impression on
the interviewer even when the job is of  an accountant or
engineer, requiring little or no verbal fluency.

• Contrast Effect : It refers to the process of rating
individuals in the light of  other people’s performance which
are close in time frame. You might be rated excellent in your
project presentation if your predecessor makes a mess in his
presentation. The case would have been just the reverse if
you were to present just after a superb presentation!

• Stereotyping : It is the process of judging someone on the
basis of  one’s perception of  the group to which that
perception belongs to. Common examples include the
debate regarding the effectiveness of a lady doctor or
manager or MBA’S from prestigious B’schools.

Case Study
Sharma, assistant plant manager for Frame Manufacturing
Company, is chairperson of  the adhoc committee for space
utilization. The committee is made up of the various depart-
ment heads in the company. The plant manager of  Frame has
given Sharma the responsibility  for seeing whether the various
office, operations, and warehouse facilities of the company are
being optimally utilized. The company is beset by rising costs
and the need for more space. However, before okaying an
expensive addition to the plant, the plant manager wants to be
sure that the currently available space is being utilized properly.
Sharma opened up the first committee meeting by reiterating
the charge of the committee. Then Sharma asked the members
if  they had any  initial observations to  make. The first to speak
was the office manager. He stated: “well, I know we are using
every possible inch of room that we have available to us. But
when I walk out into the plant, I see a lot open spaces. We have
people piled on top of one another, but out in the plant there
seems to be plenty of room.” The production manager quickly
replied: “we do not have a lot of  space. You office people have
the luxury facilities. My supervisors don’t even have room for a
desk and a file cabinet. I have repeatedly told the plant manager
we need more space. After all, our operation determines
whether this plant succeeds or fails, not you people in  the front
office pushing paper  around.” Sharma interrupted at this point
and said : “ obviously, we have different interpretations of  the
space utilization around here. Before further discussion I think
it would be best if we have some objective facts to work with. I
am going to ask the industrial engineer to provide us with
some statistics on  plant and office layouts before our next
meeting. Today’s meeting is adjourned”.,
Q) Analyze this case on the  basis of perceptual principles

evident in the case.
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Tutorial

Exercise for Perception

Multiple choice

1. A process by which individuals organize and interpret their
sensory impressions in order to give meaning to their
environment is called
1. Interpretation.
2. Environmental analysis.
3. Perception.
4. Outlook.

2. Which one of the following is NOT a factor that influences
perception?
1. Target
2. Society
3. Perceiver
4. Situation

3. Because it is impossible for us to assimilate everything we
see, we engage in
1. Selective perception
2. Memorization
3. Mental desensitization
4. Periodic listening

4. How individuals in organizations make decisions, and the
quality of their final choice is largely influenced by their
1. Personality
2. Perception
3. Experience
4. Job satisfaction

5. Which is NOT one of the steps in the rational decision
making model?
1. Defining the problems
2. Identifying the decision criteria
3. Rate alternatives
4. Compute the decision that satisfies

6. Decision makers operate within the confines of _____ i.e.,
they construct simplified models that extract the essential
features from problems without capturing all their
complexity.
1. Optimal decision making
2. Intuitive decision making
3. Bounded rationality
4. Synectics

7. An increased commitment to a previous decision in spite of
negative information is termed
1. Escalation of commitment
2. Optimizing decision making
3. Satisficing decision making
4. Reengineering
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8. People with the _____ style of decision-making are careful
decision-makers with the ability to adapt to or cope with
novel situations
1. Directive
2. Analytic
3. Conceptual
4. Behavioral

9. Which of the following is NOT an organizational
constraint on decision-making?
1. Performance evaluation
2. Reward system
3. Personality
4. Formal regulations

10. Decisions made so as to provide the greatest good for the
greatest number are based on
1. Utilitarianism
2. Justice
3. Rights
4. Profits

True or False

1. The reality of a situation is what is behaviorally important.
True
False

2. Expectations can distort your perceptions in that you will
see what you expect to see.
True
False

3. Projection is the idea that people selectively interpret what
they see based on their interests, background, experience,
and attitudes.
True
False

4. Interviewers can make perceptual judgments that are often
inaccurate during an employment interview.
True
False

5. If you expect to see that older workers can’t learn a new job
skill, you will probably perceive that, whether it is accurate or
not.
True
False

6. The rational decision-making model assumes rationality and
that the alternative that yields the lowest perceived value will
be chosen.
True
False

7. The bounded rationality model assumes that the decision
maker will simplify the problem.
True

False
8. Intuitive decision making is a conscious process created out

of experience.
True
False

9. We tend to be prone to overestimating unlikely events like
an airplane crash. This is an example of the representative
heuristic.
True
False

10. Utilitarianism dominates business decision making.
True
False

The Business of Being Oprah
Lead Story-dateline: Fortune, April 1, 2002.
Effective decision-making is essential for any successful
business. What happens, then, when one of the United States’
most successful and powerful businesswomen admits that she
hardly thinks of herself as a businesswoman, and describes her
own business decision-making as “leaps of faith”? Indeed, this
highly energetic, influential chairperson of  Harpo, Inc. (Oprah
spelled backward) even “happily admits that she can’t read a
balance sheet” and has no corporate role models, although
AT&T, Ralph Lauren, and Intel were all declined when they
invited her to serve on their Corporate boards. “I just say,
‘Guys, I don’t know what I’d be doing on your boards,’” quips
Oprah.
Despite her humility, Oprah does, indeed, have a knack for
making the right decisions. She is a phenomenally successful
entrepreneur who owns over 90 percent of her $988 million
empire, which includes “The Oprah Winfrey Show,” movie
productions, magazines, an Internet Web site, and program-
ming through cable television. This powerful and savvy
businesswoman has made several life-changing decisions that
have catapulted her into wealth. For example, she has refused to
allow her company to go public, choosing instead to maintain
absolute control over her “brand.” Another life-changing
decision occurred when she hired Jeff Jacobs, a 52-year-old
entertainment lawyer who, in 1984, convinced Oprah to
establish her own company instead of simply being “talent for
hire” like most other television stars. When they set up Harpo,
Inc. in 1986, Oprah gave Jacobs five percent of her company
and another five percent in 1989 when he joined her staff as
Harpo’s president. Oprah exclusively owns the other 90 percent.
Jacobs, whose leadership and decision-making styles are
opposite Winfrey’s, serves as Oprah’s “combative dealmaker.”
Oprah calls him “a piranha” and admits that his style is exactly
what she needs. “We are an intellectual property company, and
our partners (ABC, Hearst, Oxygen) are distributors. Core
content is developed here and has never left our home base,”
states Jacobs. Jacobs attributes much of  Oprah’s financial
success to an interesting philosophy: “…We understand it’s not
just how much you make but how much you keep.” He views
himself  as a “behind-the-scenes guy.” While they make a
powerful team, Oprah and Jacobs sometimes clash. Oprah’s
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“management by instinct” decision-making style is immensely
different from Jacobs’s methodical, structured approach to
decision-making. Perhaps opposites do attract, and in a lucrative
way.

Talking it Over and Thinking it Through
How would you describe Oprah Winfrey’s general decision-
making approach and style? Explain what this means.
How would you describe Jeff  Jacobs’s general decision-making
approach and style? Explain what this means.
Do you think it is wiser for a top-level executive to hire people
whose decision-making styles or approaches are similar to or
different from his or her own style? Please explain your answer.

Thinking About The Future
Harpo, Inc. is thriving with its 221 employees, 10 percent to 15
percent annual turnover rate, and stable top-level leadership. It’s
top leader is a vibrant, intelligent, and well-respected manager
who has established a reputation for focusing on trust,
character, and, of course, integrity in her business dealings. She
is a lady who makes decisions with the highest regard for ethics
and sensitivity. While every firm has its share of  faulty decisions
that can be quite costly, Harpo, in spite of  some difficulties,
seems to have an ideal match of top decision-makers. “If I
called a strategic planning meeting, people would fall out of
their chairs laughing,” admits Oprah. Perhaps that is why she
hired Jacobs. People probably don’t laugh when he calls a
strategic planning meeting. The two do, indeed, have different
styles, but they appear to be making all the right decisions
together.

Sources
Sellers, Patricia. “The Business of Being Oprah,” Fortune, April
1, 2002.
The Boomerangs Return-They Chased Dot-Com Dreams, Now
They Are Back, Wounded But Wiser
Lead Story-dateline: Business 2.0, June 2001.
The assumption that good employees are easy to find during
times of  economic slowdowns is a false one. On the contrary,
good employees at both the frontline level and management
levels are still sought after and in great demand, particularly in
certain industries. For example, the Information Technology
Association of  America reports that the U.S. will not be able to
find the right individuals to hire for almost half of the 900,000
information technology positions available this year. Managers
with the skills and vigor associated with the New Economy are
also in great demand.
To meet this growing demand for well-qualified workers, many
companies are making the decision to embrace and rehire
previous employees. “Boomerangs”, as many of these rehires
are called, are workers who left old companies seeking new dot-
com challenges and opportunities but are now
“boomeranging” back to their old firms after finding out that
the grass was not greener on the other side-it was simply
artificial turf. Although some employers have made the decision
to not rehire ‘boomerangs’, many other firms are welcoming
them back readily in order to help fill those productivity gaps.
David Packard, co-founder of Hewlett-Packard and author of

the 1995 book, “The HP Way”, explains that Hewlett-Packard
readily rehires ex-employees. “They know the company, need no
training, and are usually happier and better motivated for
having had the additional experience”, states Packard.
Decisions to readily accept Boomerangs back for some firms
began around the mid 1990’s and studies indicate that many of
the companies are happy to take back skilled ex-workers and no
longer view them as traitors, ungrateful, and bad examples. In
fact, Monster.com’s poll last year indicated that 71 percent of
592 employers surveyed stated that they would cautiously rehire
boomerangs. An additional 21 percent said they would
welcome them back because it saves time and money. Research
consultants the Gartner Group estimate that by the year 2003,
60 percent of mid- to large firms will routinely rehire ex-workers
in order to slash recruitment and training costs.
Although Boomerangs are returning to many firms, there are
some negative aspects to their returns. According to Madelaine
Pfau, a partner at executive search firm Heldrick and Struggles
International, “They broke the link of trust…they come back
into this world and their colleagues are still looking over their
shoulders.”

Talking it Over and Thinking it Through
Do you think that managers should make the decision to rehire
employees if they leave the company to pursue career opportu-
nities at other firms? Please explain your answer.
What impact, beyond what was mentioned in the article, will
rehiring ex-employees have on those who remained with the
company?
Have you ever been a “Boomerang” or do you know others
who are? If  so, what were your experiences or their experiences
when returning to their previous employer?

Thinking About The Future
The future is almost impossible for any of us to predict.
However, if trends continue, many employers will have to make
decisions regarding whether or not they are willing to rehire ex-
employees. However, they are not the only ones who have to
make critical work-related decisions. For those employees and
managers who have already made the decision to leave a firm,
only to find that they wish to return to that same firm, the
decision of whether or not to attempt a return to the old firm
can be a crucial career move. For those who decide to take the
risk of re-applying for employment at a company after leaving
it, experts offer a few tips for helping to keep avenues open and
enhance their chances for readmission-should the need arise.
Even for employees who are not currently Boomerangs, these
tips can be beneficial to keep in mind, because, again, it is
almost impossible to predict what the future holds. (1) Always
strive to leave a company on a positive note. (2) Stay in touch
with old employers and colleagues. Emails and phone calls are
viable, cost effective ways to do so. (3) Do your homework.
Learn what your old company’s policies are for returning
employees. (4) Have a good reason for wanting to return to a
previous employer. Needing a job may not be a good reason.
Missing colleagues and/or the company’s culture may be better
reasons. (5) Be consistent in what you tell individuals in the
firm during the interviewing process. (6) Dress for success.
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Leave the casual dress at home until after you are hired. (7) Make
a list of things you have learned since your earlier departure that
will make you an even greater asset to the firm if they rehire
you. (8) Keep a positive, professional, humble attitude.

Sources
Girard, Kim. “The Boomerangs Return-They Chased Dot-Com
Dreams, Now They Are Back, Wounded But Wiser,” Business
2.0, June 2001.

The Kinder, Gentler Way To Lay Off Employees
Lead Story-dateline: The Wall Street Journal, March 13, 2001.
When slow economic activities plagued Getronics Government
Solutions, a small information technology firm located in
McLean, Virginia, the firm’s executives decided to take a
different approach to laying off employees. Instead of follow-
ing in the footsteps of hundreds of other firms that simply
slashed jobs across the board, provided skimpy severance
packages, and offered little warning or preparation time to laid-
off employees, Getronics decided to take a much more noble,
kinder, and humane approach with its laid-off workers.
After receiving coaching from an outplacement firm, Mr. C.
Harlan Johnson, chief executive at Getronics, decided to
develop a 50-day plan in order to prepare for the job losses. He
and other top executives at the firm learned how to “break the
news gently and deal with the layoff victims’ emotional
reactions.” In addition the firm offered substantial amounts of
severance pay and made sure that there was equity in the
decisions made about the individuals who would be laid off—
insuring that minorities and women were not disproportionally
released.
The total cost to Getronics for insuring that a kinder, gentler
strategy was put in place, including outplacement counseling
and the cost to coach its executives, was approximately
$150,000. This figure is small, considering the enormous payoff
the firm received in just knowing that it took a more sensitive
and caring approach to the concern and well being of their
employees.

Talking it Over and Thinking it Through
Do you think that Getronics Government Solutions made the
right decision about the strategy it used to announce and
prepare employees for layoffs?
Identify two other firms that used a similar strategy when they
laid off  employees. Also, identify two firms that used the
traditional ‘insensitive’ approach to laying off its employees.
Explain why you think each firm decided to use the strategy it
selected when making decisions regarding employee layoffs.
Have you ever been the victim of  a layoff? If  so, what approach
did your firm use in deciding who would be selected to leave
the firm? How did you feel about that experience? If you have
not personally experienced a layoff, do you know others who
have? What were their experiences?

Thinking About The Future
Retaining employee loyalty, even during layoffs, is essential
because many firms realize that they will need these same
employees in the future. Many companies are trying hard to
show sensitivity now so that their loyal and already-trained

workers will want to return to them in the future if there is a
need to lay them off. For example, Motorola, Inc., has teamed
up with local economic development partners to find job leads
for affected workers and to help host job fairs. Also, Lucent
Technologies now requires managers to attend training on how
to lay off  employees. In the past, this training was voluntary. In
addition, Daimler-Chrysler now uses internal communication
media to keep its employees more informed about the firm’s
plans. The firm uses its internal television network, daily
newsletters, a bimonthly “tabloid” magazine, and its intranet
service to help keep employees informed.

Digging Deeper
Employers making lay off decisions should clearly understand
the large amount of  stress that employee’s feel when they are
placed in limbo. Although many firms announce that there will
be job cuts because of  slow economic activity, many also
acknowledge that it will probably be months before the actual
decision is made regarding who and how many workers will be
released. This type of announcement, albeit stressful to
workers, helps firms comply with the federal Worker Adjust-
ment and Retraining Notification Act (WARN). This act, which
was passed in the late 1980’s, requires a firm with at least 100
employees to give a 60-day notice if a significant number of its
employees will be affected by the lay offs.

Sources
Dunham, Kemba. “The Kinder, Gentler Way to Lay Off
Employees”, The Wall Street Journal, March 13, 2001.
Murray, Matt. “Waiting For The Ax To Fall”, The Wall Street
Journal, March 13, 2001.

Notes
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LESSON 8:
MOTIVATION

Learning Objective
• Nature of Motivation
• Types of  Motives
• Theories of Motivation
• Content and Process
• Organizational Applications

Interaction
Ask any person who is successful in whatever he or she is doing
what motivates him/her, and very likely the answer will be
“goals”. Goal Setting is extremely important to motivation and
success. So what motivates you? Why are you in college? If you
are in college because that’s what your parents want, you may
find it difficult to motivate yourself. Sure, it’s possible to
succeed with someone else providing the motivation for you.
(“If you graduate from college, I’ll give you a car!” or worse “If
you don’t graduate from college, you won’t get a car.”) But
motivation that comes from within really makes the difference.
Certainly, you need some intelligence, knowledge base, study
skills, and time management skills, but if you don’t have
motivation, you won’t get far. Think about this analogy. You
have a car with a full tank of gas, a well-tuned engine, good set
of tires, quadraphonic CD system, and a sleek, polished
exterior. There it sits. This car has incredible potential. (Have
you heard that before?) However, until a driver sits behind the
wheel, puts the key in the ignition, and cranks it up, the car
doesn’t function. You guessed it; the KEY is MOTIVATION.
Interest is an important motivator for a student. So is a desire
to learn. When you link these two things together, you create
success. Often success in an endeavor leads to more interest and
a greater desire to learn, creating an upward spiral of motivation
toward a goal you have established.
So be honest with yourself. Are you genuinely interested in
being in college? Have you set realistic goals for yourself ? How
can you develop the internal motivation that really counts?
When it comes to motivation, KNOWING is not as important
as DOING.

The Nature of Motivation and the Attraction of
Opposites

1) There is that which is to us - that is, that which sure seems
to be according to our understanding.

2) There is that which is - the ultimate reality of how things
are.

3) There is that which we would change ourselves to become -
that which we strive towards.

Idealists seek to make that which is to us (1) match that which
we would change ourselves to become (3). Realists seek to make
our goals (3) more closely match what seems “real” (1).

People who are both close-minded and see the world as
nothing but an issue of perspective see (2) and (3) as being the
same - that is, we only have the goal of unifying what we hope
for with what really is.
I’m much more of an idealist than any of the above - I see (1),
(2) and (3) as being totally separate, and I want them to all be
unified into one. While changing (1) to match (3) is something
I can try to do, I must not blind myself  to the possibility that
(3) is not in line with (2).
“There are more things, Horatio, than are dreampt of  in your
philosophy” – Shakespeare
Just as life propagates through the union of sexual opposites,
ideas often propagate through the union of ideological
opposites. It is the fascination with the “other” that often
drives us to focus on that. It is, in my mind, one of the reasons
why we tend to over-emphasize the divinity of Christ as
opposed to his humanity (as I suspect Sam was pointing out in
a comment), but I think that even more than that, it is also one
of the reasons why we tend to emphasize gender distinctions
instead of similarities, and thus create a sense of otherness that
both fascinates and creates rivalries between the genders.
What motivates us? If it isn’t the union of (1) with (3), then
we neither work on improving what we see nor how we see it -
and if  (2) doesn’t fall into there somehow, we might very well
be doing it all under an illusion - which doesn’t bother me as
long as I don’t know it - for habits can be unlearned, but real
truths cannot - and nor would one want to.

Types of Motives
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Motivational Types

1. The fundamental difference between Type II and Type III is
that in Type II one is performing a intrinsically neutral or
negative task because of the expectation (cognitive) that he/
she will receive validating feedback at some future time, or
the expectation of  some future benefit, while in Type III
motivation the feedback is immediate creating a positive
affective state (which in itself is sustaining).

2. Therefore, Type III Motivation is Affective in nature, while
Type I and Type II motivation are more cognitive in nature.

3. What Conditions Create a Continued Positive Affective
State

Motivating Tasks.  What makes tasks motivating in them-
selves?  The Flow Model explains one aspect of what makes
tasks intrinsically motivating.  It is really a function of  self
concept internal motivation.  When skills matches challenge, the

individual’s valued skills (central to identity) are validated in the
process of the activity (synchronous feedback).  I believe that
some degree of  autonomy and Feedback (Knowledge of
Results) are also necessary for Flow to occur.
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Source: Csikszentmihalyi, Milaly (1991).  Flow: The Psychol-
ogy of Optimal Experience. 

B. Motivating Social Interactions. What makes a social
interaction intrinsically enjoyable/pleasurable.  Following
the premise that intrinsic motivation is the result of a
Continuing Positive Affect State, what about a social
interaction create positive affect within the individual.  My
hypothesis is that positive affect in a social interaction is the
direct result of validating/affirming feedback occurring
through the interaction.  The feedback my be direct (e.g.,
“You’re one of  my best students.”) or indirectly inferred
from the behavior of others (e.g, others continually disagree
with you, discount your ideas, or ignore you in
conversations).  This involves the assignment of meaning
to the actions of others). Social feedback may either:

1. Signal acceptance in group or liking by individual(s)
2. Affirm one’s skills, competencies or general worth.

3. Indicate

Theories of Motivation

Self-Worth Theory of Achievement Motivation
Covington, M.V.  (1992).  Making the grade: a self-worth
perspective on motivation and school reform.  Cambridge, NY:
Cambridge University Press.
Covington, M.V. (1984).  “The self-worth theory of  achieve-
ment motivation: findings and implications.”  Elementary
School Journal, 85(1), 5-20.
“The self-worth theory assumes that a central part of all
classroom achievement is the need for students to protect their
sense of  worth or personal value (Covington, 1984, p. 5).”  The
basic assumption of this theory is that several factors influence a
student’s sense of  worth, including performance level, self-
estimates of  ability, and the degree of  effort expended.

A student’s sense or worth depends heavily on that student’s
accomplishments.  This is shown in the performance/self
worth linkage above.  The implication of this linkage is that
unless students can become successful at some valued activity,
they will be cut off from one major source of self-esteem.
Self-perception of ability has both a direct and an indirect
influence on self-worth.  The direct link demonstrates that the
mere perception of high ability can sometimes imply worthi-
ness, even without the presence of accomplishments.
However, an individual’s sense of  worth cannot long rest solely
on a reputation for intelligence.  Therefore, the ability/perfor-
mance/self-worth linkage above indicates that a combination of
ability and performance is necessary to maintain worthiness.
Teachers tend to reinforce the concept that trying hard is a
worthy activity, so there is a linkage for the student between
effort and self-worth.  However, again, performance is needed
to maintain this worthiness.

 Ability 
 

Effort 

Performance Self- 
Worth 

Research done using the above model has led to several
conclusions.  The first of these is that students perceive ability
as the dominant causal factors in achievement.  Secondly, effort
seems to supplant ability as a main source of reward and
satisfaction only in environments where learning for its own
sake is the goal.
Therefore, the most important task for the teacher is to instruct
students in ways that keep a preoccupation with ability from
interfering with students’ willingness to learn.  In order to
accomplish this task, teachers should use noncompetitive
learning structures, which increase the number of rewards
available to students.  This will promote a pursuit of success
rather than an avoidance of failure.  Examples of noncompeti-
tive learning structures include mastery learning, cooperative
learning, and contract learning (individual goal setting).

Content and Process Of Motivation
MOTIVATION - As we know - 2 types - content and process -
like religion - which one you buy is up to you
Alderfer’s ERG -
frustration-regression principle -
McClelland’s Achievement Affiliation Power theory
Hertzberg’s 2-Factor Theory -
Hygiene or maintenance factors
Motivating factors
Dissatisfied Neither dissatisfied nor satisfied Satisfied
I------------------------------------I----------------------------------I
Hygiene/Maintenance factors (context) Motivating

Factors (content)
Bad (-1) Good     (0)   Bad Good (1)
Hertzberg says you can help make a bad job better by
1. job enlargement -
2. job rotation -
3. job enrichment -

A) skill variety -
B) task identity -
C) task significance -
D) autonomy -
E) feedback -

Expectancy Theory -
1. Expectancy -
2. Instrumentality -
3. Valence -
Equity Theory

Organizational Applications to Motivation

Objectives

• Identify the four ingredients common to MBO programs
• Outline the five-step problem-solving model in OB

Modification
• Explain why managers might want to use employee

involvement programs
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• Contrast participative management with employee
involvement

• Explain how ESOPs can increase employee motivation
• Describe the link between skill-based pay plans and

motivation theories

Cascading of Objectives

Management by Objectives

Four ingredients common to MBO programs

1. Goal specificity
2. Participative decision making
3. Explicit time period
4. Performance feedback

Management by Objectives (MBO)

• Organizational objectives translated to specific objectives for
each level (division, department, individual)

• Lower-level managers participate in setting their own goals
• Results in hierarchy of objectives that links one level to the

next
• If all individuals achieve goals, organizational objectives will

be attained

Steps in OB Mod

Employee Recognition Programs

• Rewarding behavior with recognition immediately leads to
its repetition

• To maximize motivation potential, publicly communicate
who and why is being recognized

• Recognizing employee’s superior performance often costs
little

• Suggestion systems are widely used recognition devices

Employee Involvement

• Involve workers in decisions that will affect them
• Increase their autonomy and control over their work lives
• Include techniques with a common core
• Employee participation
• Participative management
• Workplace democracy
• Empowerment
• Employee ownership

Variable-Pay Programs

Four widely used variable-pay programs

• Piece-rate wages - fixed sum for each unit completed
• Bonuses - a percent of annual pay based on company

earnings
• Profit sharing - based on a formula designed around

company’s profitability
• Gainsharing - formula-based group incentive plan for

improvements in productivity

Skill-BasedPay

Advantages

• Attractive due to flexibility for management
• Encourages employees to acquire a range of skills
• Facilitates communication and understanding of others’

jobs
• Meets needs of ambitious employees without a promotion

in job title

Disadvantages

• Topping out - learning all the skills
• Skills might become obsolete
• Do not address level of performance

Implications for Managers

• Programs designed to increase employee motivation,
productivity, and satisfaction are grounded on basic
motivation theories

• Six motivation programs described are not applicable to
every organization or every manager’s needs

• Understanding will help with designing internal systems to
increase employee productivity and satisfaction

Summary
• Identified the four ingredients common to MBO programs
• Outlined the five-step problem-solving model in OB

Modification
• Explained why managers might want to use employee

involvement programs
• Contrasted participative management with employee

involvement
• Explained how ESOPs can increase employee motivation
• Described the link between skill-based pay plans and

motivation theories

Notes
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LESSON 9:
A CASE STUDY ON BEHAVIOUR OF INDIVIDUALS

Please Study the Case and Answer the
Questions Mentioned below
Case : Mr.Bajaj has been a production supervisor for eight years.
He came up through the ranks and is known as a tough but
hardworking supervisor. Mr.Dikshit has been a production
supervisor for about the  same length of  time and also came
up through the ranks. Dikshit is known as a nice, hardworking
boss. Over the past several years these two supervisors sections
have been head and shoulders above the other six sections on
hard measures of performance(Number of units produced).
This is true despite the almost opposite approaches tow have
taken in handling their workers. Mr.Bajaj explained his approach
as follows:
The only way to handle workers is to come down hard on them
whenever they make a mistake. In fact, I call them together every
once in a while and give them heck whether they deserve it or
not, just to keep them on their toes. If they are doing a good
job, I tell them that’s what they’re getting paid for. By taking
this approach, all I have to do is walk through my area and
people start working like mad.
Dikshit explained his approach as follows:
I don’t believe in that human relations stuff of being nice to
workers. But I do believe that a worker deserves some recogni-
tion and attention from me if  he or she does a good job. If
people make a mistake, I don’t jump on them. I feel that are all
entitled to make some errors. On the other hand, I always do
point out what the mistake was and what they should have
done, and as soon as they do it right, I let them know it.
Obviously, I don’t have time to give attention to everyone
doing thing right, but deliberately try to get around to people
doing a good job every once in a while.
Although Mr.Bajaj’s section is still right at the top along with
Dikshit’s section in units produced, personnel records show
that there has been three times more turnover in Bajaj’s section
than in Dikshit’s sction, and the quality control records show
that Bajaj’s section has met quality standards only twice in the
last six years, while Dikshit’s has missed attaining quality
standards only once in the last six years.
1) Both these supervisors have similar back ground. On the

basis of learning theory , how can u explain their opposite
approaches to handling people?

2) Analyse the case by applying Operant conditioning or
Reinforcement theory?

Consider the implications of reinforcement theory as applied to
the development of programmed instruction. Prepare a
module from any area of study in the form of programmed
learning keeping in mind the following:
1. Practice should take the form of question (stimulus) -

answer (response) frames which expose the student to the
subject in gradual steps

2. Require that the learner makes a response for every frame
and receives immediate feedback

3. Try to arrange the difficulty of  the questions so the
response is always correct and hence a positive reinforcement

1. Ensure that good performance in the lesson is paired with
secondary reinforcers such as verbal praise, prizes and good
grades.

Business Schools Expand MBA’s for Executives
Lead Story-dateline: The Wall Street Journal, September 11,
2001.
Today, more and more mid-level managers interested in future
career advancement are preparing now. One option that seems
to offer many of them the best of both worlds is to continue
working full time while pursuing their MBA’s on a part-time
basis. Indeed, many universities, including some Ivy League
institutions, now offer Executive MBA programs that are
designed to meet the needs of current executives who don’t
already have their MBA’s.
Columbia University is teaming up with the University of
California at Berkley to create a bi-coastal MBA program. The
University of  Pennsylvania’s Wharton West campus in San
Francisco recently opened with 67 executive MBA students.
Other universities on board with Executive MBA programs
include the University of Michigan, the University of Notre
Dame, the University of  Chicago, and New York University.
Many schools are forming alliances to expand their programs
internationally. According to the AACSB International, which
accredits business schools, approximately 15,000 students were
enrolled in Executive MBA programs at 160 U.S. schools last
year.
The Executive MBA program is considered the fastest-growing
and most lucrative area of  business education. Laura Tyson,
(former) dean of  Berkeley’s Haas School of  Business, believes
that the Executive MBA program and other part-time programs
are generating more growth for many schools than traditional
full time MBA programs, perhaps because many individuals are
less willing to sacrifice two years of work experience and income
to pursue a degree full time. “The major growth for the
standard MBA program is over,” says Tyson, who believes that
the Executive MBA program and other alternative delivery
systems should be expanded. Many classes are, in fact, being
taught on weekends and via the Internet.
A large number of firms support the Executive MBA concept
by sponsoring their valued and promising managers. The part-
time programs, which typically last two years, can cost as much
as $115,000 per student.
Not all Ivy League schools, however, buy into the Executive
MBA program concept. Both Harvard and Stanford, after
considering the concept, decided against offering Executive
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MBA degrees. They both conclude that part-time programs
don’t offer the same standard of education that full-time
students receive. “People need to be in residence here full time
because much of the education here happens outside the
classroom between students,” states Harvard Business School
Dean Kim Clark.

Talking it Over and Thinking it Through
Do you believe there is a great deal of appeal for Executive
MBA programs? Please explain your answer.
Current trends in higher education reflect that more courses will
be offered via non-traditional delivery systems such as weekend
courses, fast track courses, telecourses (instruction offered via
the television), and Internet courses. Many of these course
offerings are designed to help meet the academic and scheduling
needs of working adults. What are some of the advantages and
disadvantages for students who enroll in courses that are
offered using a non-traditional format?

Thinking About The Future
Although Executive MBA programs are growing rapidly, some
concerns do exist for universities that offer them. Wharton, for
example, is concerned that some programs offer condensed
curriculum and class time while relying heavily on the Internet.
David Schmittlein, deputy dean at Wharton, is concerned that
“some Executive MBA programs are cheapening the degree’s
image.” He emphasizes the importance of offering the same
amount of class time and course units as a full time MBA
program.
Others are concerned that a weaker economy will adversely affect
company sponsorships. Although some don’t believe that the
high costs for Executive MBA programs are justifiable,
executives at Southern Methodist University’s Cox School of
Business in Dallas believe that job insecurity is a motivating
factor for many of  their Executive MBA enrollees. At SMU,
enrollment this year is up from last year, and approximately one
third of the students are paying the $55,000 cost without
corporate assistance. Marci Armstrong, SMU’s Associate Dean
of Masters programs, sums up current trends in the Dallas area:
“Managers are getting nervous as they approach their 40th
birthday and see all those fresh 28-year-old MBA graduates
coming aboard. They want to be sure they make it through the
next round of  belt-tightening.”

Sources
Alsop, Ronald. “Business Schools Expand MBA’s for Execu-
tives,” The Wall Street Journal, September 11, 2001.

Training Programs Often Miss the Point on the Job
Lead Story-dateline: The New York Times, March 5, 2000
“Nanette Solow remembers the day she stood in a row with 10
co-workers, tucked an orange under her chin and transferred it
to the space beneath a colleague’s chin. The goal was to move
the orange down the entire line in less than five minutes.”
Sounds like a goofy game at a company picnic? How about an
employee Christmas party? Not quite! As it turns out, this is
actually one of many such “games” used in various training
programs being run at an increasingly large percentage of
American corporations (70 percent at the present time). Other
high jinks include paintball wars, fighter-pilot simulations, and

driving a car while blindfolded-a course offered by BMW at its
Performance Center in Spartanburg, S. C.
So, what’s the purpose of  such training? If  you were to ask that
question of management in the companies employing such
programs, they might say that the purpose of these exercises is
to build leadership skills, teamwork, and company bonding. At
the conclusion of such programs participants might agree and
be quick to say that they enjoyed their experience and found it
very worthwhile. Or, they might indicate that they hated the
program and found it totally useless. In general, participants
tend either to love or hate these kinds of experiences-there is no
middle of the road.
While it is important to note how employers and employees
feel about these programs, a more important question might
relate to whether or not there is any evidence that these pro-
grams actually work. While there is no conclusive evidence, there
seems to be an emerging consensus that the benefits of this
type of training are seldom achieved long-term. First, there
seems to be little connection between the training and what
people experience on a day-to-day basis on-the-job. During the
course of  a normal business day, employees rarely find them-
selves under paint ball attack or preparing to engage their
competitors in air-to-air combat. Finally, I have never seen
anyone driving into the company parking lot while blindfolded-
although they seem to drive as if they were blindfolded!
Another problem with these programs is that even when
lessons are learned they are rarely reinforced back on the job. For
example, economic pressures often require that companies
abandon principles that they try to instill during training in
favor of  short-term fixes and some of  these interventions
destroy teamwork and loyalty (e.g., downsizing, layoffs,
reengineering, etc.). As suggested in the article, “as employees
witnessed team members being axed to their left and right, they
ultimately lost trust and rapport with management, and they
undermined their entire investment with us.”

Talking it Over and Thinking it Through

Question to Answer
Employees completing these training exercises are quick to
acknowledge that they enjoyed their participation and found it
worthwhile. According to Kirkpatrick, which of the four
training evaluation criteria would this represent?
If, upon returning to work, employees seem to demonstrate
the skills and abilities imparted during training, which of
Kirkpatrick’s criteria would this involve?
Which of  Kirkpatrick’s criteria would be used to assess the
effectiveness of this type of training and what does this process
involve?
As suggested in the article, the attitudes and behaviors were not
maintained once employees returned to the job. How is this
explained by the concept of “transfer of training?”
How does the learning concept of extinction relate to the failure
of the training program to produce the desired outcome?
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LESSON 10:
 DEFINING, CLASSIFYING AND STAGES

OF GROUP DEVELOPMENT

UNIT  3 
GROUP DYNAMICS

Learning Objective
• To know and understand the meaning and concept of

Group
• Classification/Types of  Groups
• Formation and Stages of Group development
• The concept of  Work Groups and Work Teams
Welcome students to the module of  Group Behaviour. Up till
now we have restricted ourselves to check the behavior of
individuals within the organization. But individuals may
sometimes need to  work in groups in the organization. So in
this lesson we shall try to understand  about group and the
influence of behavior of individuals while working in a group .
So students Consider a collection of people waiting at a bus
stop for a series of buses. Do these people constitute a group?
No! These people are simply that; a collection of people. As a
collection of people waiting for buses, they probably do not
interact , they lack cohesion (as they may be heading off in
different directions), and, unless they are somehow huddled
together against the rain, they are unlikely to see any commonal-
ity of interest between them.
Defining a group : Two or more people constitute a group if...
1. they have some common purpose or goal...
2. there exists a relatively stable structure — a hierarchy

(perhaps a leader), an established set of roles, or a
standardized pattern of interaction...

3. this collection of people see themselves as being part of
that group

So students  “Why do groups form?”, There are a number of
general tendencies within us such as:
The similarity-attraction effect: we like people who are
similar to us in some way
Exposure: we like people whom we have been exposed to
repeatedly
Reciprocity: we like people who like us
Basking in reflected glory: we seek to associate with success-
ful, prestigious groups
Furthermore, we also tend to avoid individuals who possess
objectionable characteristics.
Further more there are number of reasons why people join
groups which are as follows;

Affiliation
Humans are by nature gregarious. Groups provide a natural
way for people to gather in order to satisfy their social needs.

Goal Achievement
Problems and tasks that require the utilization of knowledge
tend to give groups an advantage over individuals. There is

more information in a group than in any one of its members,
and groups tend to provide a greater number of approaches to
solving any particular problem

Power
Individuals gain power in their relationship with their employ-
ers by forming unions.

Status
Membership in a particular service  clubs or a political body may
be seen to confer status on members. So as to gain that status
people join in such groups

Self-esteem
As suggested by Maslow, people have a basic desire for self-
esteem. Group membership may nurture self-esteem. If one
belongs to a successful group, the self-esteem of  all members
may be boosted.

Security
Sometimes individuals need protection from other groups or
more powerful individuals - “there is safety in numbers”. These
individuals may seek security in group membership. Neighbors
may form a “Block Watch” group to ensure the security and
protection of their neighborhood.
The important characteristics of groups are as follows:
• Social interaction. The members of a group affect each other

and there is a definite pattern of interaction among them.
• Stability. Groups also must possess a stable structure.

Although groups can change, which often they do, there
must be some stable relationship that keeps the group
members together and functioning as a unit.

• Common interests or goals. Members of a group must
share some common interests or goals that bind the group
together.

• Recognition as being a group. It is not just being
together would ensure the formation of  a proper group.
The members of the group must also perceive themselves
as a group. They must recognize each other as a member of
their group and can distinguish them from nonmembers.

Classification/Types of Groups
There can be different types of groups that might exist, which
have been depicted in Figure 1 below. The most common way
of distinguishing between groups is to categorizing the groups
into formal or informal groups. Formal groups are deliber-
ately created by the organization in order to help the
organizational members achieve some of the important the
organizational goals. The informal groups, in contrast, develop
rather spontaneously among an organization’s members
without any direction from the organizational authorities.
There are various types of  formal groups that are found in an
organization. These are:
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• Command group which is determined by the
organizational chart depicting the approved formal
connections between individuals in an organization.
Examples of command group are Director and the faculty
members in a business school, school principal and
teachers, production manager and supervisors, etc.

• Task groups, comprising some individuals with special
interest or expertise, are created by the organizational
authorities to work together in order to complete a specific
task. Task groups are often not restricted to the
organizational hierarchy and can be cross functional in
nature. Examples of task group might be people working
on a particular project.

• Standing committee is a permanent committee in an
organization to deal with some specific types of problems
that may arise more or less on a regular basis. Examples of
standing committees include the standing committee in a
university to discuss various academic and administrative
issues.

• Task force / ad hoc committee, in contrast, is a temporary
committee formed by organizational members from across
various functional areas for a special purpose. Meetings can
also come under this category.

Various types of  informal groups are:
• Interest groups are formed when a group of employees

band together to seek some common objectives, like
protesting some organizational policy or joining the union
to achieve a higher amount of bonus.

• Friendship groups develop among the organizational
members when they share some common interest like
participating in some sports activities or staging the office
drama, etc.

Reference groups are the groups, with which individuals
identify and compare themselves. These could be within the
organization when a middle level executive compares himself
with the higher level executive and longs for the perks and
benefits enjoyed by the latter. The reference group might exist
outside the organization as well when an individual compares
himself with his batch mates working in other organizations or
an ideal group of people he likes to become.

Figure 1: Types of  Groups

How Groups Are Formed?

Formation and Stages of Group Development
Two models of  group development have been offered by the
researchers in the field of social sciences to explain how groups

GROUPS 

FORMAL 
GROUPS 

INFORMAL 
GROUPS 
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are formed. These are: a) Five-Stage Model and b) Punctuated
Equilibrium Model.
According to the Five-Stage Model of group development,
groups go through five distinct stages during the process of its
development. These are as follows:

Five-Stage Model

• Forming is the initial stage of  group development when
the group members first come in contact with others and
get acquainted with each other. This stage is characterized
predominantly by a feeling of uncertainty among the group
members as they now try to establish ground rules and
pattern of relationship among themselves.

• Storming is the next stage that is characterized by a high
degree of conflict among the members. Members often
show hostility towards each other and resist the leader’s
control. If these conflicts are not adequately resolved, the
group may even be disbanded. But, usually the group
eventually comes in terms with each other and accepts the
leadership role at the end of this stage.

• Norming is the third stage of  the group development
process during which the group members become closer to
each other and the group starts functioning as a cohesive
unit. The group members now identify themselves with the
group and share responsibility for achieving the desired level
of  performance of  the group. Norming stage is complete

when the group members can set a common target
and agree on the way of achieving this.
• Performing is the fourth stage when the
group is finally ready to start working. As the
group is now fully formed after resolving their
internal conflicts of acceptance and sharing
responsibility, they can now devote energy to
achieve its objectives.
• Adjourning is the final stage when the

group, after achieving the objectives for which it was created,
starts to gradually dissolve itself.

Many interpreters of the five-stage model have assumed that a
group becomes more effective as it progresses through the first
four stages. While this assumption may be generally true, what
makes a group effective is more complex than this model
acknowledges. Under some conditions, high levels of conflict
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are conducive to high group performance. So we might expect
to find situations in which groups in Stage II outperform those
in Stages III or IV. Similarly, groups do not always proceed
clearly from one stage to the next. Sometimes, in fact, several
stages go on simultaneously, as when groups are storming and
performing at the same time. Groups even occasionally regress
to previous stages. Therefore, even the strongest proponents of
this model do not assume that all groups follow its five-stage
process precisely or that Stage IV is always the most preferable.
Another problem with the five-stage model, in terms of
understanding work- related behavior, is that it ignores
organizational context.4 For instance, a study of a cockpit crew
in an airliner found that, within 10 minutes, three strangers as-
signed to fly together for the first time had become a high-
performing group. What allowed for this speedy group
development was the strong organizational context surround-
ing th~ tasks of  the cockpit crew. This context provided the
rules, task definitions, information, and resources needed for
the group to per- form. They didn’t need to develop plans,
assign roles, determine and allocate re- sources, resolve conflicts,
and set norms the way the five-stage model predicts.

An Alternative Model: For Temporary Groups With
Deadlines
Temporary groups with deadlines don’t seem to follow the
previous model. Studies indicate that they have their own
unique sequencing of actions (or inaction): (1) Their first
meeting sets the group’s direction; (2) this first phase of  group
activity is one of inertia; (3) a transition takes place at the end of
this first phase, which occurs exactly when the group has used
up half its allotted time; (4) a transition initiates major changes;
(5) a second phase of inertia follows the transition; and (6) the
group’s last meeting is characterized by markedly accelerated
activity . This pattern is called the punctuated equilibrium
model and is shown below.
Figure: Punctuated equilibrium Model

The first meeting sets the group’s direction. A framework of
behavioral pat- terns and assumptions through which the
group will approach its project emerges in this first meeting.
These lasting patterns can appear as early as the first few seconds
of  the group’s life.
Once set, the group’s direction becomes “written in stone” and
is unlikely to be reexamined throughout the first half of the
group’s life. This is a period of  inertia that is, the group tends

to stand still or become locked into a fixed course of action.
Even if it gains new insights that challenge initial patterns and
assumptions, the group is incapable of acting on these new
insights in Phase 1.
One of the more interesting discoveries made in these studies
was that each group experienced its transition at the same point
in its calendar-precisely halfway between its first meeting and its
official deadline-despite the fact that some groups spent as little
as an hour on their project while others spent six months. It
was as if the groups universally experienced a midlife crisis at
this point. The midpoint appears to work like an alarm clock,
heightening members’ awareness that their time is limited and
that they need to “get moving.”
This transition ends Phase 1 and is characterized by a concen-
trated burst of changes in which old patterns are dropped and
new perspectives are adopted. The transition sets a revised
direction for Phase 2.
Phase 2 is a new equilibrium or period of inertia. In this phase,
the group executes plans created during the transition period.
The group’s last meeting is characterized by a final burst of
activity to finish its work.
In summary, the punctuated-equilibrium model characterizes
groups as exhibiting long periods of inertia interspersed with
brief  revolutionary changes triggered primarily by their mem-
bers’ awareness of time and deadlines. Keep in mind, however,
that this model doesn’t apply to all groups. It’s essentially
limited to temporary task groups that are working under a time-
constrained completion deadline.
Group Structure refers to the pattern of interrelationship that
exists among the group members, and makes the group
functioning orderly and predictable. Four important aspects of
group’s structure are:
Role or the typical part played by an individual group member
in accordance with the expectations of other members from
him. Role expectations refer to the behaviours that are expected
from the person playing the role. The person holding the role is
known as the role incumbent. Role ambiguity takes place when
the person holding the role feels confused and does not know
what is being expected from him. The role incumbent is said to
suffer from the problem role identity when he faces difficulty in
accepting the assigned role.
Norms or the rules and mutual expectations that develop
within the group. This refers to the generally agreed upon rules
that guide the group members’ behaviour. Norms have
profound effect on members’ behaviour as it ensures confor-
mity among them.  Norms can be of two types: prescriptive
when it dictates behaviours that should be performed and
proscriptive when it dictates specific behaviours that should be
avoided by the group members.
Status or the relative prestige or social position given to groups
or individuals by others. People often join the core group or a
renowned club because of the prestige associated with these
groups.
• Group cohesiveness referring to the strength of group

members’ desires to remain a part of  the group. This also
refers to the degree of attraction of the group members for
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each other and the ‘we-feeling’ among the members. The
degree of cohesiveness has been found to depend on
external threats, the difficulty in getting included in the
group, the amount of  time spent by the group members
with each other and the success of  the group.

Individual’s Performance in Groups
Groups are formed with individuals, but the output of the
groups is not just the sum-total of  individual’s contribution
towards the group. The term group synergy refers to the fact the
action of two or more group members result in an effect that is
different from the individual summation of their contribu-
tions. This occurs because of the social facilitation effect which
refers to the tendency for performance of an individual group
member to improve in response to the presence of other
members. However, the group performance is not always
guaranteed to improve as often group members are found to
exert less individual effort. This is known as social loafing when
members are found to enjoy a ‘free ride’ which tends to increase
with group’s size.

Groups and Teams
Do you still remember the excitement during the last world cup
and the way the Indian team performed? No matter what they
could finally achieve or not, we all used to comment on spirit of
the Indian team. A team can be defined as a special type of
group whose members have complementary skills and are
committed to a common purpose or set of goals for which
they hold themselves mutually accountable. In the recent times,
a lot of emphasis is being given on developing teams. The
importance of teams has long been appreciated in the world of
sports, and now it is being used increasingly in the realm of
business and industry as well. Though there are similarities
between groups and teams and these two terms are often used
interchangeably, there are in fact a few striking differences
between the two. The following table will help to summarize
this.

Work Groups Work Teams

Table 1: Groups and Teams

Implications for Managers
The recognition of the existence of both formal and informal
groups in any organization and an understanding of the basic
processes involved have created a profound effect on the
functioning and outlook of  the managers in today’s workplace.
Understandably, there is now a great deal of  concern in develop-
ing groups and effective teams as there is ample evidence to
support the view that organizational performance improved
when the employees are encouraged to work in groups rather
than working as an individual member.

Notes
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Learning Objective
• To know the concept of  Group decision making
• Group decision making techniques
• Characteristics of groups
• Types and Structure of  group
• Difference between group and team
The most common form of group decision making takes place
in interacting groups. In these groups, members meet face-to-
face and rely on both verbal and nonverbal interaction to
communicate with each other. But as our discussion of
groupthink demonstrated, interacting groups often censor
themselves and pressure individual members toward confor-
mity of opinion. Brainstorming, the nominal group technique,
and electronic meetings have been proposed as ways to reduce
many of the problems inherent in the traditional interacting
group.
Brainstorming is meant to overcome pressures for conformity
in the interacting group that retard the development of creative
alternatives.73 It doe~ this by utilizing an idea-generation
process that specifically encourages any and all alternatives, while
withholding any criticism of those alternatives.

Group Decision-making Techniques
The most common form of group decision making takes place
in interacting groups.
In these groups, members meet face-to-face and rely on both
verbal and nonverbal interaction to communicate with each
other.
But as our discussion groupthink demonstrated, interacting
groups often censor themselves and pressure individual
members toward conformity of opinion.
Brainstorming, the nominal group technique, and electronic
meetings have been proposed as ways to reduce many of the
problems inherent in the traditional interacting group.
Brainstorming is meant to overcome pressures for conformity
in the interacting group that retard the development of creative
alternatives. It does this by utilizing an idea-generation process
that specifically encourages any and all alternatives, while
withholding any criticism of those alternatives.
In a typical brainstorming session, a half dozen to a dozen
people sit around a table.
 The group leader states the problem in a clear manner so that it
is understood by all participants. Members then “freewheel” as
many alternatives as they can in a given length of time. No
criticism is allowed, and all the alternatives are recorded for later
discussion and analysis. That one idea stimulates others and
that judgments of  even the most bizarre suggestions are with
held until later encourage group members to “think the

unusual. Brainstorming, however, is merely a process for
generating ideas.
The following two techniques go further by offering methods
of actually arriving at a preferred solution.
The nominal group technique restricts discussion or interper-
sonal Immunization during the decision-making process,
hence, the term nominal.
Group technique members are all physically present, as in a
traditional committee meeting, but A members operate
independently. Specifically, a problem is presented and then m
the following steps take place….
1. Members meet as a group but, before any discussion takes

place, each member independently writes down his or her
ideas on the problem.

2. After this silent period, each member presents one idea to
the group. Each member takes his or her turn, presenting a
single idea until all ideas have been presented and recorded.
No discussion takes place until all ideas have been recorded.

3. The group now discusses the ideas for clarity and evaluates
them.

4. Each group member silently and independently rank-orders
the ideas. The ideas with the highest aggregate ranking
determine the final decision.

The chief advantage of the nominal group technique is that it
permits the group to meet formally but does not restrict
independent thinking, as does the interacting group.
The most recent approach to group decision making blends the
nominal group technique with sophisticated computer technol-
ogy.
The future of group meetings undoubtedly will include
extensive use of this technology .
Each of these four group decision techniques has its own set of
strengths and weaknesses.
The choice of one technique over another will depend on what
criteria you want to emphasize and the cost-benefit trade-off.
For instance, the interacting group is good for building group
cohesiveness, brainstorming keeps social pressures to a
minimum, the nominal group technique is an inexpensive
means for generating a large number of ideas, and electronic
meetings process ideas fast.
In a typical brainstorming session, a half dozen to a dozen
people sit around a table.
The group leader states the problem in a clear manner so that it
is understood by all participants. Members then “freewheel” as
many alternatives as they can in a given length of time. No
criticism is allowed, and all the alternatives are recorded for later
discussion and analysis. That one idea stimulates others and
that judgments of  even the most bizarre suggestions are with-

LESSON 11:
GROUP DECISION MAKING AND UNDERSTANDING WORK TEAM
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held until later encourage group members to “think the
unusual.1I Brainstorming, however, is merely a process for
generating ideas. The following two techniques go further by
offering methods of actually arriving at a preferred solution.74
The nominal group technique restricts discussion or interper-
sonal communication during the decision-making process,
hence, the term nominal.
Group members are all physically present, as in a traditional
committee meeting, but members operate independently.
Specifically, a problem is presented and then the following steps
take place:
1. Members meet as a group but, before any discussion takes

place, each member independently writes down his or her
ideas on the problem.

2. After this silent period, each member presents one idea to
the group. Each member takes his or her turn, presenting a
single idea until all ideas have been presented and recorded.
No discussion takes place until all ideas have been recorded.

3. The group now discusses the ideas for clarity and evaluates
them.

4. Each group member silently and independently rank-orders
the ideas. The idea with the highest aggregate ranking
determines the final decision.

The chief advantage of the nominal group technique is that it
permits the group to meet formally but does not restrict
independent thinking, as does the interacting group.
The most recent approach to group decision making blends the
nominal group technique with sophisticated computer technol-
ogy.
It’s called the computer assisted group or electronic meeting.
Once the technology is in place, the concept is simple. Up to SO
people sit around a horseshoe-shaped table, empty except for a
series of computer terminals. Issues are presented to partici-
pants and they type their responses onto their computer screen.
Individual comments, as well as aggregate votes, are displayed
on a projection screen in the room.
The major advantages of  electronic meetings are anonymity,
honesty, and speed.
Participants can anonymously type any message they want and it
flashes on the screen for all to see at the push of  a participant’s
keyboard.
It also allows people to be brutally honest without penalty. And
it’s fast because chitchat is eliminated, discussions don’t digress,
and many participants can talk” at once without stepping on
one another’s toes. The future of  group meetings undoubtedly
will include extensive use of  this technology.
Each of these four group decision techniques has its own set of
strengths and weaknesses. The choice of one technique over
another will depend oh what criteria you want to emphasize
and the cost-benefit trade-off.
For instance, the interacting group is good for building group
cohesiveness, brainstorming keeps social pressures to a
minimum, the nominal group technique is an inexpensive
means for generating a large number of ideas, and electronic
meetings process ideas fast.

Norms control group member behavior by establishing
standards of  right and wrong. If  managers know the norms of
a given group, it can help to explain the behaviors of  its
members. When norms support high output, managers can
expect individual performance to be markedly higher than when
group norms aim to restrict output. Similarly;
acceptable standards of absenteeism will be dictated by the
group norms.
Status inequities create frustration and can adversely influence
productivity and the willingness to remain with an organiza-
tion. Among those individuals who are equity sensitive,
incongruence is likely to lead to reduced motivation and an
increased search for ways to bring about fairness (i.e., taking
another job).
The impact of  size on a group’s performance depends upon the
type of task in which the group is engaged. Larger groups are
more effective at fact-finding activities. Smaller groups are more
effective at action-taking tasks. Our knowledge of social loafing
suggests that if  management uses larger groups, efforts should
be made to provide measures of individual performance within
the group.
We found the group’s demographic composition to be a key
determinant of  individual turnover. Specifically, the evidence
indicates that group members who share a common age or date
of entry into the work group are less prone to resign.
We also found that cohesiveness can play an important function
in influencing a group’s level of  productivity. Whether or not it
does depends on the group’s performance-related norms.
The primary contingency variable moderating the relationship
between group processes and performance is the group’s task.
The more complex and interdependent the tasks, the more that
inefficient processes will lead to reduced group performance.

Points to Ponder:

G R O U P
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DEFINITION OF GROUP

�A collection of two or more 
individuals, interacting and 
interdependent, who have come 
together to achieve a common 
objective/s.

Types of IInformal Groups 

�Interest groups 

�Friendship groups 

�Reference groups 

�Punctuated Equilibrium Model
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DEFINITION OF GROUP

�A collection of two or more 
individuals, interacting and 
interdependent, who have come 
together to achieve a common 
objective/s.

CHARACTERISTICS OF 
GROUP

The important characteristics of groups 
are as follows:
�Social interaction
�Stability
�Common interests or goals
�Recognition as being a group

Types of IInformal Groups 

�Interest groups 

�Friendship groups 

�Reference groups 

�Punctuated Equilibrium Model
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Groups and Teams

GROUPS
� INDIVIDUAL 

PERFORMANCE
� INDIVIDUAL 

ACCOUNTABILITY
� SHARE INFORMATION
� NEUTRAL/NEGATIVE 

SYNERGY
� RANDOM SKILLS
� RESPONSIVE TO 

DEMAND OF 
MANAGEMENT

TEAMS
� COLLECTIVE 

PERFORMANCE
�MUTUAL 

ACCOUNTABILITY
� COLLECTIVE OUTCOME
� POSITIVE SYNERGY
� COMPLEMENTARY SKILL
� SELF-IMPOSED 

DEMANDS
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Learning Objective
••••• To understand the concept of  organization behaviour

••••• To know social loafing and its effect on group
performance

••••• Contrast the effectiveness of interacting,
brainstorming, nominal, and electronic meeting
groups

••••• A Case analysis

Organizational Behavior
Interaction
Business is about people; customers are people, suppliers are
people, managers are people, and the employees are people. 
Whenever we bring people together into an organization or
team, the group will develop its own personality representing a
conglomeration of  all members of  the group, but strongly
influenced by the dominant person or people.  
We have the potential for turbulence when we bring people
together in groups.  Groups of people have the potential for
many problems and for much greatness.  The effective manage-
ment of people in groups requires that we know how to
enhance the good behaviors while also removing the impedi-
ments to peak performance.  The challenge can be to know the
difference between which behaviors are really good and which
are actually harmful.
Managers make gallant attempts to do the right thing, but are at
a disadvantage because they maintain relationships with the
group they monitor or regulate.  Friendships and rivalries occur
within groups, which make it difficult to maintain an unbiased
perspective.  It is difficult to accurately diagnose problems
within our own organization while being influenced by the
interpersonal relationships.  
Managers often cannot see the root causes of problems within
their own organization and this can have a significant effect on
the decision making process.  The best solution is to utilize the
services of  an independent outsider who is not part of  the
internal politics of the organization.
Conflict is a natural occurrence within most organizations. 
Talented people tend to have strong personalities and are
comfortable being in a dominant role that raises the conflict
level within the group or team.  There are many conflict
resolution strategies available to the manager, but the wrong
strategy is often selected and the conflict is simply suppressed
instead of being addressed.  This leads to problems: 
Attempting to manage to reduce turbulence caused by conflict
usually leads to groupthink, which is very dangerous. 
The wrong strategy allows the conflict to remain, but the
turbulence is suppressed in a manner that it returns with a
different look and feel; and with a new set of problems.   

When managers seek to manage down the path of least
resistance, it often causes trouble. We recently reviewed a
decision to purchase a large piece of  equipment.  The company’s
vendor, who maintained a close relationship with the general
manager, wanted to install equipment from the former market
leader with a reputation for quality, but whose products were so
out of date that it was no longer economical in the current
energy environment.  The company engineering manager
wanted to install a similar component from the new market
leader that is known for innovative products that perform very
well and economical.  The impasse stalled the project for several
months as both parties felt they were acting in the best interest
of  the company. 
The engineering manager left the company for another oppor-
tunity and his replacement was asked to provide an opinion on
the purchase decision.  The new manager asked the opinion of
his most knowledgeable subordinate and was advised to just
tell the general manager what he wanted to hear so that it would
be his fault if there was a problem.  That same subordinate
would never have given that same advice to the previous
manager, because the previous manager had not managed avoid
conflict.  This illustrates a serious problem with managing in an
environment where subordinate input is based on a depen-
dency relationship. 
One of the most difficult problems facing management today
is that of getting reliable input from subordinates.  Subordi-
nates usually provide input that will prevent them from being
responsible for a bad decision instead of providing expert
input.  When we manage to reduce conflict, most subordinates
will tell the boss what they think the boss wants to hear instead
of telling them what they need to hear.  This is an early warning
sign of groupthink and usually leads to ineffective decision-
making.  The most effective way to avoid these kinds of
problems is to introduce a person whose job is to represent a
devil’s advocate position to introduce a controlled level of
conflict that helps people offer their own fresh and expert
perspectives.   A Time-Slice consultant can work with manage-
ment to independently help create an operating environment
that avoids these organizational traps. 

Source
www.time-slice.com

Multiple Choice

1.  ____ groups are defined by the organization’s structure. -
Informal
Formal
Friendship
Interest

LESSON 12:
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2. The stage in group development which is characterized by
uncertainty is -
Norming
Storming
Forming
Performing

3. Which of the following is NOT an external condition
imposed on the group? -
Group composition
Authority structure
Formal regulations
Performance evaluation system

4. The organization’s overall strategy will - Define who reports
to whom and what decisions groups are empowered to
make.
Influence the power of various work groups.
Standardize employee behavior.
Will influence what behaviors will be rewarded.

5. How others believe you should act in a given situation is a -
Norm
Stereotype
Role expectation
Role perception

6. Which is NOT a common class of norms appearing in
most work groups? -
Performance norms
Appearance
Termination
Arrangement

7. In comparing the results of individual and group
performance on a rope-

       pulling task, Ringelmann concluded that -
The larger the group, the greater the individual productivity.
Increases in group size are inversely related to individual
performance.
Total productivity tends to decline in large groups.
Group size is not a determinant of  individual productivity.

8. Group cohesiveness is increased with each of the following
EXCEPT -
When the group is heterogeneous.
When members spend time together.
When external threats exist.
When the group is physically isolated.

9. Which is NOT a weakness of group decision-making? -
They are time-consuming.
They offer increased diversity of views.
They suffer from ambiguous responsibilities.
They can be dominated by one or a few members.

10. Brainstorming is -
Used to build group cohesiveness.
A technique that tends to restrict independent thinking.
A process for generating ideas.
Used mainly when group members cannot agree on a
solution.

True or False

1. While command groups are determined by the organization
chart, task, interest, and friendship groups develop because
of  the necessity to satisfy one’s work and social needs.
True
False

2. The stages of group development must occur sequentially
and will never occur simultaneously. -
 True
 False

3. Almost every work group has a formal leader. -
True
False

4. All group members can be said to be actors, each playing a
role. -
True
False

5.  Norms tell members what they ought and ought not to do
under certain circumstances. -
True
 False

6. High status members of groups are given less freedom to
deviate from norms than other group members. -
True
 False

7.  Physically isolating a group will make it more cohesive. -
True
False

8. Social loafing is a case of  negative synergy. -
True
False

9. The Challenger space shuttle disaster was an example of
groupshift. -
True
False

10. The chief advantage of the nominal group technique is that
it permits the group to meet formally but does not restrict
independent thinking, as does the interacting group. -
True
False
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Questions for Review
Differentiate between formal and informal groups.
Compare two models of group development.
Explain how group interaction can be analyzed.
Identify key factors in explaining group behavior.
Explain how role requirements change in different situations.
Describe how norms exert influence on an individual’s behav-
ior.
Define social loafing and its effect on group performance.
Identify the benefits and disadvantages of cohesive groups.
List the strengths and weaknesses of  group decision making.
Contrast the effectiveness of interacting, brainstorming,
nominal, and electronic. meeting groups

Case Study and Analysis
LEAD STORY-DATELINE: HR Magazine, May 1999.
A growing trend in organizations is to create teams to accom-
plish business objectives. However, forming teams without
sound business reasons may be detrimental. Creating a teamed
workforce should be a reflection of a strategic business decision.
“Teams are a means to an end, not an end in themselves” (HR
Magazine, May 1999).
Although the benefits of teams can be great, organizations
need to proceed with caution. The human element may create
roadblocks. “Managers often fear their jobs will disappear if
work teams become self-directed” (Management Review, June
1998). Additionally, not every worker wants or is ready to be a
member of a team. “Some people will outplace themselves if
they see teams coming and they don’t like the idea” (HR
Magazine, May 1999). “…they have to let go of old assump-
tions, fears and habits. …For this reason, the implementation
of [teams] must be carefully planned. …A business needs a
disciplined execution methodology if people are to make the
transition from work groups to teams” (Management Review,
June 1998).
The first step in building teams is to build individuals.
“…workers are often conditioned not to think at work. …If
people can’t think on their own, they can’t think as a team” (HR
Magazine, May 1999). To assume workers have the necessary
skills without training is a serious error; individuals must have
the needed skills before a team environment is created.
If managers want to build teams that come up with creative
ideas, they need to pay careful attention to the design of those
teams. Managers “…must create mutually supportive groups
with a diversity of perspectives and backgrounds. …creating
such teams requires managers to have a deep understanding of
their people” (Harvard Business Review, September 1998).
Once certain the right people are chosen for team work, they
must learn “how to organize a meeting, set an agenda, deter-
mine priorities, assign work, then follow through” (HR
Magazine, February 1999); the skills a self-directed or self-
managed team must be able to accomplish to run smoothly.
However, training must also occur at the team and business
levels. People need to learn the complexities of the business
and “Overall, the idea is that each employee learns not only a

job, but also the ins and outs of  the business; that way when a
company shifts direction, employees can adapt quickly. It’s pretty
easy to train for new products and new technologies-what’s
more difficult is training people in different ways of doing
business” (HR Magazine, February 1999).
Developing a team environment is not without risk or expense;
it takes time, careful planning, extensive training, and patience.
“As managers loosen the reins of  day-to-day control, they must
ensure that SMTs [self-managed teams] have clear sets of
behavioral competencies and performance standards, such as
financial targets. …These expectations …determine the height
of the bar and define the conditions for self-accountability
…such parameters actually give teams more freedom to take
risks” (Management Review, June 1998).

Talking It Over and Thinking It Through!
What is the definition of  group? Team?
What is the difference between a group and a team?
What is the difference between a formal group and an informal
group?
What are the characteristics of a self-directed/self-managed work
team?
Does self-directed or self-managed (in self-directed or self-
managed team) mean without management? What is a
manager’s role in a workplace with self-directed or self-managed
work teams?

Sharing The News With a Group!
This exercise is designed to identify some behaviors to over-
come problems when leading a group. Break into small groups.
Have the groups discuss the types of problems that might
occur for group facilitators (leaders) running a meeting. Have the
groups write their list on a sheet of paper. Next, for each
problem, have the group brainstorm a list of possible behav-
iors to handle each problem identified. The groups should
attempt to reach a consensus list of behaviors that can be used
to handle the problems identified.

Thinking About the Future!
As stated in the articles, using the group or team approach to
accomplish business objectives is not the best solution for all
businesses. The decision to have work groups or teams should
be linked to business strategy, not just because it seems like a
good idea. The options must be studied carefully. But employee
work groups are very common. This means that not only the
manager but also the worker’s knowledge and skills relative to
groups will be more frequently put to use.

Digging Deeper!
Good meetings do not happen by chance, they are created.
Leading or facilitating a good meeting is work. According to
Michael Begeman, manager of  3M’s Meeting Network, “We
have the knowledge to make meetings better. But most people
haven’t learned it or don’t bother to use it. And then they
wonder why their meetings just stumble along” (Fast Com-
pany, April 1999). More and more of  what takes place at work
happens in teams. “Meetings are events in which real work takes
place” (Fast Company, April 1999); meetings become essential
for work to get done.
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What does it take to have a good meeting? Good meetings take
a lot of thinking, planning, organizing, and designing before
the actual event. A good meeting requires an agenda and a
whole lot more; here are a few suggestions.
The purpose of the meeting should determine the tone of the
meeting. A meeting for generating ideas should have a different
conversation than a meeting for making decisions. “If you call a
meeting, make it clear to people what kind of conversation
they’re going to have, and then impose a certain amount of
discipline on them. Remember: Meetings don’t go off topic.
People do” (Fast Company, April 1999).
Most meeting participants come with a set of expectations
regarding how people should act. “Rules of engagement” or
ground rules should be explicitly stated. If people feel strongly
about starting and ending on time, then an explicit commit-
ment to do that should be made. Individual rules of
engagement can be made as well. “For example: Before anyone
makes a point, that person has to find merit in the point made
by the previous speaker” (Fast Company, April 1999). By
explicitly stating the rules, everyone can operate from the same
set of expectations.
“There is a legitimate social component to meetings” (Fast
Company, April 1999). Even meetings cannot be all business.
Time should be included in the schedule to allow people to
relate to one another. Put it in the agenda. That way no one will
feel that they are not doing what they are supposed to do.
“Remember just because people walk into a conference room
doesn’t mean that their mind is on your meeting” (Fast
Company, April 1999).

Notes:
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Learning Objective
To know and understand the below mentioned points:
Definition and Meaning of leadership

Styles of Leadership

Management and Leadership

Approaches to Leadership and theories of Leadership

Trait Theory of  Leadership

Behavioristic Theory of  Leadership

The Managerial Grid

Dear students today we will be studying the concept leadership.
Definition and Meaning of leadership
Leadership is the ability to influence individuals or groups
toward the achievement of goals.
Leadership, as a process, shapes the goals of  a group or
organization, motivates behavior toward the achievement of
those goals, and helps define group or organizational culture. It
is primarily a process of influence.
Leader ship versus Management : Although some managers are
able to influence followers to work toward the achievement of
organizational goals, the conferring of formal authority upon a
manager does not necessarily make that individual a leader. Yes,
that individual has authority, but whether or not they are able to
influence their subordinates may depend on more that just that
authority.
Not all leaders are managers, and similarly, not all managers are
leaders. Within a team environment, manager and leader are
simply roles taken on by members of the team. Most teams
require a manager to “manage” — coordinate, schedule, liaise,
contact, organize, procure — their affairs. The functions of this
role may well be quite different from those of the leader (to
motivate followers towards the achievement of team goals).
Management roles need not presuppose any ability to influence.
A leader, on the other hand, must have the ability to influence
other team members.
So students There is an interesting story,  which nicely illustrates the
difference between a manager and a leader.
Newly appointed to the position of supervisor in a large industrial plant,
a  manager decided to impress his subordinates with his authority.
Striding purposefully onto the plant floor, the manager carefully chose
the subject of his well-rehearsed address. Once he had arrived at the
workstation manned by the union shop steward, he announced, in words
loud enough for most workers to hear, “I want to make one thing
perfectly clear: I RUN THIS PLANT!”
Unimpressed, the shop steward held up his hand. On seeing
his signal, all the workers shut off their equipment. Then, in
the eerie silence of the large plant, the shop steward challenged
the manager: “OK. So, let’s see you run it.”

Clearly, by virtue of  his appointment to the position of
manager, the supervisor hadauthority. However, without
followers, he was no leader. In this scenario, the union shop
steward is the leader. In spite of the authority inherent in the
position of  supervisor, the workers chose to follow the
directives of the shop steward.
So students I think now u are clear with the difference between
a leader and the Manager. So now lets sort out the fundamental
difference between a manager and a leader:
A manager administers, but a leader innovates
A manager maintains, while a leader develops
A manager focuses on systems and structures, whereas a leader’s
focus is on people
A manager relies on control, but a leader inspires trust
A manager keeps an eye on the bottom line, while a leader has
an eye on the horizon
A manager does things right, a leader does the right thing.
A leader must, by definition, have followers. To understand
leadership, we must explore the relationship which leaders have
with their followers
If  we examine the term leadership more minutely, it will be
found that it has the following implications:
Leadership involves other people. In the absence of followers or
employees, the whole idea of leadership does not make any
sense.
Leadership involves an unequal distribution of power between
leaders and other group members.

Leadership is related to someone’s ability to motivate others
and managing interpersonal behaviour. Needless to say, it relies
heavily on the process of effective communication. Leadership
is important in attempting to reduce employee dissatisfaction.
Good leadership also involves the effective delegation of power
and authority. It is important to note that leadership is a
dynamic process involving changes in the leader-follower
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relationship. The leader-follower relationship is a two-way
process and is essentially a reciprocal one in nature.
The concept of power is inherently implied in the process of
leadership. Power, as we understand the term in this context, is
one’s ability to exert influence, i.e. to change the attitude or
behaviour of individuals and the groups. There are five
possible bases of power as identified by French and Raven
(1968) which are: reward power, coercive power, legitimate power,
referent power, and expert power. The greater the number of these
power sources available, the greater is one’s potential for
effective leadership.
Let us try to understand each of these power sources.
Reward power is based on the subordinate’s perception that the
leader has the ability to control rewards that the followers are
looking for; for example, leader’s ability to influence the
decisions regarding pay, promotion, praise, recognition,
increased responsibilities, allocation and arrangement of work,
granting of privileges etc.
Coercive power is based on fear and the subordinate’s perception
that the leader has the ability to punish or to cause an unpleas-
ant experience for those who do not comply with directives.
Examples include withholding pay raises, promotion or
privileges; allocation of undesirable duties or responsibilities;
withdrawal of friendship or support; formal reprimands or
possibly dismissal. This is in effect the opposite of reward
power.
Legitimate power is based on subordinate’s perception that the
leader has a right to exercise influence because of holding a
particular position in the hierarchy of organizational structure.
Legitimate power is thus based on authority and not on the
nature of personal relationship with others.
Referent power is based on the subordinate’s identification with the
leader. The leader is able to influence the followers because of
the interpersonal attraction and his personal charisma. The
followers obey the leader because of their respect and esteem
towards him.
Expert power is derived from the subordinate’s perception of  the
leader as someone who has access to information and relevant
knowledge.
Situational Approach To Managing People

Styles of Leadership
Dynamic and effective leadership is considered by all to be one
of the major requirements of successful management. Leader-
ship, in simplest of  terms, is the ability to persuade others to
seek defined goals and objectives enthusiastically.
Leadership style is the pattern of behaviors used by the leader
to influence the behavior of others.
Situational Leadership
For years, when people talked about leadership style, they talked
in terms of two extremes – an autocratic (directive) and a
democratic (supportive) style. Autocratic leaders used position
power and their authority to get results while democratic leaders
used personal resources (power) and involved others in
participative problem-solving and decision-making.

But experience and further research, however, showed that
leadership style tend to vary considerably from situation to
situation. Directive (autocratic) and supportive (democratic)
styles are not either/or leadership styles. Depending on the
nature of the situation, various combinations of directive and
supportive behaviors are indeed necessary. Instead of  thinking
of an either/or fashion consisting of directive (autocratic) or
supportive (democratic) behaviors, these patterns of leader
behavior can be represented on two separate and distinct axes as
shown in the following figure.
Each of the four leadership styles depicted above represents
different combinations of directive and supportive leadership
behaviors. These combinations differ on three dimensions:
The amount of direction the leader provides
The amount of support and encouragement the leader
provides
The amount of follower involvement in decision-making
Leader Behavior As Problem-Solving And Decision-Making
Styles
High Directive/Low Supportive Leader Behavior (S1) is referred
to as DIRECTING style. The leader defines the roles of the
followers and tells them what, how, when and where to do
various tasks. The problem solving and decision-making are
initiated by the superior. Solution and decisions are communi-
cated largely one-way, and implementation is closely supervised.
High Directive/High Supportive Leader Behavior (S2) is
referred to as COACHING. In this style the leader still provides
a great deal of direction, but also attempts to hear the followers’
feelings about decisions as well as their ideas and suggestions.
While two-way communication and support are increased,
control over decision-making remains with the leader.
High supportive/Low directive Leader Behavior (S3) is referred
to as SUPPORTING. In S3, the locus of  control for day to day
decision-making and problem-solving shifts to a large extent
from leader to follower. The leader’s role is to provide recogni-
tion and to actively listen and facilitate problem solving and
decision-making on the part of the follower.
Low Supportive/Low Directive Leader Behavior (S4) is called
DELEGATING. In this style, the leader discusses the problem
with the subordinates until joint agreement is reached and then
the implementation is delegated to the subordinates who have
significant control for deciding how tasks are accomplished.

No One Best Style
Though some claim that there is one best style that maximizes
productivity, satisfaction and growth in all situation, further
research in the last several decades has clearly supported the view
that there is no one best leadership style: Successful leaders are able
to adapt there style to fill the requirements of the situation.
While the situational approach to leadership does make much
sense, it is not very helpful to practicing managers, who have to
make leadership decisions everyday. If  “it all depends on the
situation”, they would like to know when to use what style.
A number of situational factors influence which leadership style
will be appropriate in which situation. These factors include
time frames, job and task demands, Organizational climate and



55

the superiors’, peers’ and subordinates’ skills, values and
expectations. If every time all these factors have to be analyzed
by thew managers, it will result in, what is called paralysis by
analysis, and consequent inaction.
The immediate key factor that a leader should take into account
is the subordinates. In particular, the amount of direction and
support a leader should provide depends on the Development
Level that the subordinates show on a specific task, function or
objective that the leader is attempting to accomplish through
individual or group.

Development Level
Development Level is defined as the competence and commit-
ment of the subordinates to perform a particular task.
Situational leadership identifies four development levels: Low
(D1), Low to Moderate (D2), Moderate to High (D3) and High
(D4). Each of these Development levels represents a different
combination of competence and commitment.

D1 : “Enthusiastic Beginner”
D2 : “Disillusioned Learner”
D3 : “Reluctant Contributor”
D4 : “Peak Performer”
It is important when thinking about someone’s development
level to remember that people are not “fully developed” or
“under developed”. Development level is only a task specific concept.
People tend to be at different levels of development depending
on the specific task, function or objective they are assigned.
 

Matching Leadership Style to Development Level
In determining what style to use with what development level,
just remember that leaders need to provide their people with
what they cannot do for themselves at the present.
For example, since D1 has commitment but lacks competence,
the leader needs to provide direction (S1). Development level 2
would get a high directing and supportive caching (S2) style, and
so on.
The situational leadership model shown below can be used to
identify the appropriate leadership style needed for a given
development level. Development level is located on the curve
that runs through the four leadership styles. The style quadrant
in which the development level ppears determines the appropri-
ate leadership style.
In D3/D2, for example, the appropriate leadership style is
between S3 and S2, with an emphasis on S3.
Increasing Performance Potential
Situational leadership as described so far, is helpful for a
practicing manager trying to determine what leadership style to
use with the follower in a particular situation, on a particular
task. Leader should not only diagnose the development level of
his followers but also has the responsibility to enable the
subordinate to grow to increase this development level.
This is done through training.
Tell the person(s) what you want them to do.
Show the person(s) what you want them to do.
Let them try.
Observe performance
Manage consequences
Handling Regression
Just as improvement in performance instructs forward shifts in
style along the curve, decreases in performance necessitates a
shift backward in leadership style along the bell-shaped curve
from delegating to directing.

Conclusion
Effective managers know their subordinates well enough to
flexibly manage ever-changing demands upon their organiza-
tions. As responsibilities and tasks are assigned to individuals
and groups, Development level must be assessed. The manager
should then vary his/her leadership style in response to the
individual’s development level. It should be kept in mind that
over time subordinates and subordinate groups develop their
own pattern of behavior and ways of operating, i.e. norms,
customs, traditions etc. While a manager may use a specific style
for the work group as a group, that manager may quite often
have to behave differently with individual subordinates because
they are at different levels of development. Whether working
with a group or individual, changes in leadership style forward
from S1 to S2, S3, S4 and backward from S4 to S3, S2, S1 must
be gradual. It is this shifting forward and backward in style that
makes situation leadership a truly developmental model for
both managers and subordinates.
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Management and Leadership
Though the terms ‘management’ and ‘leadership’ are often
used interchangeably there are certain fundamental differences
between these two. As Belbin (1997) pointed out, leadership
does not necessarily take place within the hierarchical structure
of the organization and there is a clear implication that leader-
ship is not part of the job but a quality that can be brought to a
job. Hollingsworth (1989) lists at least six fundamental
differences between management and leadership.
A manager administers, but a leader innovates
A manager maintains, while a leader develops
A manager focuses on systems and structures, whereas a leader’s
focus is on people
A manager relies on control, but a leader inspires trust
A manager keeps an eye on the bottom line, while a leader has
an eye on the horizon
A manager does things right, a leader does the right thing.

Approaches To Leadership
The subject of leadership is so vast and perceived to be so
critical, it has generated a huge body of literature. Each re-
searcher working in the field has tried to explain leadership from
a different perspective. Broadly, there are four distinct ap-
proaches to leadership, viz. Traits theory, Behaviouristic theory,
Contingency theory and Charismatic theories of  leadership.

Trait Theory
Ask people what good leadership is, and it’s quite likely you will
get a response that suggests good leadership can somehow be
defined in terms of traits or characteristics.
Similarly, if  one were to ask people to design an experiment
aimed at defining good leadership, it’s likely the response will be
an attempt to isolate the characteristics of leaders of organiza-
tions deemed to be successful (by whatever terms that success is
measured).
This is exactly what the initial, formal research into leadership
was all about. There was a sense among researchers that some
critical leadership traits could be isolated. There was also a
feeling that people with such traits could then be recruited,
selected, and installed into leadership positions.

The problem with the trait approach lies in the fact that almost
as many traits as studies undertaken were identified. After
several years of such research, it became apparent that no such
traits could be identified. Although some traits were identified
in a considerable number of studies, the results were generally
inconclusive.
Researchers were further confounded by questions about how
to find commonality or generalizability from an examination of
the traits of leaders as diverse as Stalin, Hitler, Martin Luther
King Jr., John F. Kennedy, Churchill, Mother Theresa, Gandhi
and Margaret Thatcher. Do these leaders have any trait in
common? Is this a trait all leaders must possess?
technical skill
friendliness
task motivation
application to task
group task supportiveness
social skill
emotional control
administrative skill
general charisma
intelligence

Behaviouristic Theory:
The results of  the trait studies were inconclusive. Traits, among
other things, were hard to measure. How, for example, do we
measure traits such as honesty, integrity, loyalty, or diligence?
Another approach in the study of leadership had to be found.
To measure traits, researchers had to rely on constructs which
lacked reliability and, given differing definitions, also lacked
validity. After the problems with the trait approach became
evident, researchers turned to an examination of leader
behaviors. With behaviors, researchers could rely on empirical
evidence. Behaviors, contrary to traits, could be observed. It was
thus decided to examine the behaviors of successful (again, by
whatever means success was measured) leaders.
The initial phases of the behavioral research seemed as frustrat-
ing as the trait approach — the number of behaviors identified
was staggering. However, over time, it appeared that the key
behaviors could be grouped or categorized. The most promi-
nent studies were those undertaken by the University of
Michigan and by Ohio State University.
Interestingly, both studies arrived at similar conclusions. Both
studies concluded that leadership behaviors could be classified
into two groups.
The University of Michigan studies (Rensis Likert) identified
two styles of leader behavior:
Production centered behavior: when a leader pays close attention
to the work of sub- ordinates, explains work procedures, and is
keenly interested in performance.
Employee centered behavior: when the leader is interested in
developing a cohesive work group and in ensuring employees
are satisfied with their jobs.

Leadership theories 1 : Trait theory  
 
 
 
 
 

 
�� How do we explain leaders as diverse, 

as   Hitler, Stalin,Gandhi? 
�� What are the key attributes ? 

 

Assumes a leader’s personal 
attributes are the key to 
leadership success  
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These two styles of leader behavior were believed to lie at the
ends of a single continuum. Likert found that employee-
centered leader behavior generally tended to be         more
effective.
Researchers at Ohio State leadership found results which
suggested two basic leader behaviors or styles.
Initiating structure behavior: when the leader clearly defines the
leader-subordinate, establishes formal lines of communication,
and determines how tasks are to be performed.
Consideration behavior: the leader shows concern for sub-
ordinates and attempts to establish a warm, friendly, and
supportive climate.
Unlike the Michigan Studies, these two behaviors were not
viewed as opposite ends of a continuum, but as independent
variables. Thus the leader can exhibit varying degrees of both
initiating structure and consideration at the same time.
Rather than concentrating on what leaders are, as the trait
approach did, the behavioral approach forced looking at what
leaders do. The main shortcomings of  the behavioral approach
was its focus on finding a dependable prescription for effective
leadership.

The Managerial Grid
Blake and Mouton (1985) tried to show an individual’s style of
leadership on a 9x9 grid consisting of two separate dimensions,
viz. concern for production and concern for people which are
similar to the concept of employee-centered and production-
centered styles of leadership as mentioned earlier. The grid has
nine possible positions along each axis creating a total of eighty-
one possible styles of leader behaviour. The managerial grid
thus identifies the propensity of a leader to act in a particular
way. The (9,1) style is known as task management which focuses
wholly on production. Managers with this style are exceptionally
competent with the technicalities of a particular job but are
miserable failures in dealing with people. The (1,9) style in
contrast emphasizes people to the exclusion of task perfor-
mance and is known as country club style of  management.
The ideal style of  leadership, as envisioned by the theory of
managerial grid is the (9,9) style or team management style where
there is maximum concern for both people and production.
The research evidence in favour of the view that managers
perform best under (9,9) style is however scanty.
The basic criticisms against the behaviouristic theories are that:
Lack of generalizations of the findings as they found to vary
widely
Ignoring the significant influence of the situational factors.

Notes:
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LESSON 14:
LEADERSHIP (CONTD...)

Learning Objective
To study Fiedler’s Contingency Model of  leadership

Managerial leadership has influenced organizational activities in
many ways. These influences include motivating subordinates,
budgeting scarce resources, and serving as a source of  commu-
nication. Over the years researchers have emphasized the
influences of leadership on the activities of subordinates. These
emphasis by researchers led to theories about leadership. “The
first and perhaps most popular, situational theory to be
advanced was the ‘Contingency Theory of Leadership Effective-
ness’ developed by Fred E. Fiedler”  This theory explains that
group performance is a result of interaction of two factors.
These factors are known as leadership style and situational
favorableness. These two factors will be discussed along with
other aspects of  Fiedler’s theory. “In Fiedler’s model, leadership
effectiveness is the result of interaction between the style of the
leader and the characteristics of the environment in which the
leader works” .
The first major factor in Fiedler’s theory is known as the
leadership style. This is the consistent system of interaction that
takes place between a leader and work group. “According to
Fiedler, an individual’s leadership style depends upon his or her
personality and is, thus, fixed” . In order to classify leadership
styles, Fiedlers has developed an index called the least-preferred
coworker (LPC) scale.
The LPC scale asks a leader to think of all the persons with
whom he or she has ever worked, and then to describe the one
person with whom he or she worked the least well with. This
person can be someone form the past or someone he or she is
currently working with. From a scale of 1 through 8, leader are
asked to describe this person on a series of bipolar scales such
as those shown below:
Unfriendly 1 2 3 4 5 6 7 8 Friendly
Uncooperative 1 2 3 4 5 6 7 8 Cooperative
Hostile 1 2 3 4 5 6 7 8 Supportive
Guarded 1 2 3 4 5 6 7 8 Open
The responses to these scales (usually sixteen in total) are
summed and averaged: a high LPC score suggests that the
leader has a human relations orientation, while a low LPC score
indicates a task orientation. Fiedler’s logic is that individuals
who rate their least preferred coworker in relatively favorable
light on these scales derive satisfaction out of interpersonal
relationship; those who rate the coworker in a relatively
unfavorable light get satisfaction out of successful task perfor-
mance” . This method reveals an individual’s emotional reaction
to people with whom he or she cannot work. It is also stressed
that is not always an accurate measurement.
“According to Fiedler, the effectiveness of  a leader is determined
by the degree of match between a dominant trait of the leader

and the favorableness of the situation for the leader.... The
dominant trait is a personality factor causing the leader to either
relationship-oriented or task-orientated” . Leaders who describe
their preferred coworker in favorable terms, with a high LPC, are
purported to derive major satisfaction from establishing close
relationships with fellow workers. High LPC leaders are said to
be relationship-orientated. These leaders see that good interper-
sonal relations as a requirement for task accomplishment.
Leaders who describe their least preferred coworker unfavorable
terms, with a low LPC, are derived major satisfaction by
successfully completing a task. These leaders are said to be task-
orientated. They are more concerned with successful task
accomplishment and worry about interpersonal relations later.
The second major factor in Fiedler’s theory is known as
situational favorableness or environmental variable. This
basically is defined as the degree a situation enables a leader to
exert influence over a group. Fiedler then extends his analysis by
focusing on three key situational factors, which are leader-
member, task structure and position power.

Each factor is defined in the following:
1. Leader-member relations: the degree to which the

employees accept the leader.
2. Task structure: the degree to which the subordinates jobs

are described in detail.
3. Position power: the amount of formal authority the leader

possesses by virtue of his or her position in the
organization.

For leader-member relations, Fiedler maintains that the leader
will has more influence if they maintain good relationships
with group members who like, respect, and trust them, than if
they do not. Fiedler explains that task structure is the second
most important factor in determining structural favorableness.
He contends that highly structured tasks, which specify how a
job is to be done in detail provide a leader with more influences
over group actions than do unstructured tasks. Finally, as for
position power, leads who have the power to hire and fire,
discipline and reward, have more power than those who do
not. For example, the head of a department has more power
than a file clerk.
By classifying a group according to three variables, it is possible
to identify eight different group situations or leadership style.
These eight different possible combinations were then classified
as either task orientation or relationship orientated.  The
following information  shows that task-orientated leadership
was successful in five situations, and relationship-orientated in
three.
Fiedler’s Contingency Theory of  Leadership
Leader-Member Task Position Power Successful Leadership
Relations Structure Of Leader Style



59

Good — Structured — Strong — Task Orientation
Good — Structured — Weak — Task Orientation
Good — Unstructured — Strong — Task Orientation
Good — Unstructured — Weak — Consideration
Poor — Structured — Strong — Consideration
Poor — Structured — Weak — Consideration
Poor — Unstructured — Strong — Task Orientation
Poor — Unstructured — Weak — Task Orientation
“According to Fiedler, a task-orientated style of  leadership is
more effective than a considerate (relationship-orientated) style
under extreme situations, that is, when the situations, is either
very favorable (certain) or very unfavorable ( uncertain)” . Task-
orientated leadership would be advisable in natural disaster, like
a flood or fire. In and uncertain situation the leader-member
relations are usually poor, the task is unstructured, and the
position power is weak. The one who emerges as a leader to
direct the group’s activity usually does not know any of  his or
her subordinates personally. The task-orientated leader who gets
things accomplished proves to be the most successful. If the
leader is considerate (relationship-orientated), he or she may
waste so much time in the disaster, which may lead things to
get out of control and lives might get lost.
Blue-collar workers generally want to know exactly what they are
supposed to do. Therefore it is usually highly structured. The
leader’s position power is strong if  management backs his or
her decision. Finally, even though the leader may not be
relationship-orientated, leader-member relations may be
extremely strong if he or she is able to gain promotions and
salary increases for subordinates. Under these situations is the
task-orientated style of leadership is preferred over the (consid-
erate) relationship-orientated style.
“The considerate style of leadership seems to be appropriate
when the environmental or certain situation is moderately
favorable or certain, for example, when (1) leader-member
relations are good, (2) the task is unstructured, and (3) position
power is weak” . For example, research scientists do not like
superiors to structure the task for them. They prefer to follow
their own creative leads in order to solve problems. Now under
a situation like this is when a considerate style of leadership is
preferred over the task-orientated style.
Fiedler’s theory has some very interesting implications for the
management of leaders in organizations:
1. The favorableness of leadership situations should be

assessed using the instruments developed by Fiedler (or, at
the very least, by a subjective evaluation).

2. Candidates for leadership positions should be evaluated
using the LPC scale.

3. If a leader is being sought for a particular leadership
position, a leader with the appropriate LPC profile should
be chosen (task-orientated for very favorable or very
unfavorable situations and relationship-orientated for
intermediate favorableness).

4. If a leadership situation is being chosen for a particular
candidate, a situation (work team, department, etc.) should

be chosen which matches his/her LPC profile (very
favorable or unfavorable for task-orientated leaders and
intermediate favorableness for relationship-orientated
leader).

Several other implications can be derived from Fiedler’s
findings. First, it is not accurate to speak of effective and
ineffective leaders. Fiedler goes on by suggesting that there are
only leader who perform better in some situations, but not all
situations. Second, almost anyone can be a leader by carefully
selecting those situations that match his or her leadership style.
Lastly, the effectiveness of  a leader can be improved by design-
ing the job to fit the manager. For instance, by increasing or
decreasing a leader’s position power, changing the structure of  a
task, or influencing leader-member relations, an organization
can alter a situation to better fit a leader’s style.
In conclusion, the Fiedler’s Contingency Theory of  Leadership,
has been cautious of  accepting all conclusions. Fiedler’s work is
not without problems or critics. Evidence suggests that other
situational variables, like training and experience have an impact
in a leader’s effectiveness. There are also some uncertainties
about Fiedler’s measurement of  different variables. For
instance, there is some doubt whether the LPC is a true measure
of  leadership style. “Despite these and other criticisms, Fiedler’s
contingency theory represents an important addition to our
understanding of  effective leadership”. Fred Fiedler’s theory
became an important discovery in the study of  leadership. His
theory made a major conrtibution to knowledge in the leader-
ship area.

Notes:
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Learning Objective
To study Hersey and Blanchard’s Situational Model

To know Path Goal Theory

To know Transformational Leadership

The situational leadership model, developed by Paul Hersey and
Kenneth Blanchard, suggests that the leader’s behaviour should
be adjusted according to the maturity level of the followers. The
level of maturity or the readiness of the followers were assessed
to the extent the followers have the ability and willingness to
accomplish a specific task. Four possible categories of followers’
maturity were identified:
R1 : Unable and Unwilling
R2 : Unable but Willing
R3 : Able but Unwilling
R4 : Able and Willing
The leader behaviour was determined by the same dimensions
as used in the Ohio studies, viz. production orientation and
people orientation. According to the situational mode, a leader
should use a telling style (high concern for task and low
concern for people) with the least matured group of followers
who are neither able nor willing to perform (R1). A selling
style of leadership (high concern for both task and relation-
ship) is required for dealing with the followers with the next
higher level of  maturity, that is those who are willing but
unable to perform the task at the required level (R2). The able
but unwilling followers are the next matured group and require
a participating style from the leader, characterized by high
concern for consideration and low emphasis on task orienta-
tion. Finally the most matured followers who are both able and
willing requires a delegating style of  leadership. The leader
working with this kind of followers must learn to restrain
himself from showing too much concern for either task or
relationship as the followers themselves do accept the responsi-
bility for their performance.
Though this theory is difficult to be tested empirically, it has its
intuitive appeal and is widely used for training and develop-
ment in organizations. In addition, the theory focuses attention
on followers as a significant determinant of any leadership
process.

The Path Goal Theory
In the recent time, one of the most appreciated theories of
leadership is the path-goal theory as offered by Robert House,
which is based on the expectancy theory of motivation.
According to this theory, the effectiveness of  a leader depends
on the following propositions:
• leader behaviour is acceptable and satisfying to followers to

the extent that they see it as an immediate source of
satisfaction or as instrumental to future satisfaction

• leader behaviour is motivational to the extent that (1) it
makes the followers’ needs satisfaction contingent or
dependent on effective performance, and (2) it complements
the followers’ environment by providing the coaching,
guidance, support, and rewards necessary for realizing the
linkage between the level of their  performance and the
attainment of the rewards available.

The leader selects from any of the four styles of behaviour
which is most suitable for the followers at a given point of
time. These are directive, supportive, participative, and the
achievement-oriented according to the need and expectations of
the followers. In other words, the path-goal theory assumes
that leaders adapt their behaviour and style to fit the characteris-
tics of the followers and the environment in which they work.
Actual tests of the path-goal theory provides conflicting
evidence and therefore it is premature to either fully accept or
reject the theory at this point. Nevertheless the path-goal theory
does have intuitive appeal and offers a number of constructive
ideas for leaders who lead in a variety of followers in a variety of
work environments.

Transformational Leadership
Transformational or charismatic leaders are those who could
inspire their followers to transcend their own self-interests for
the good of the organizations or for a greater objective. Thus
leaders like Netaji Subhas Chandra Bose or Gandhiji could
inspire their followers to submit their own personal goals of
pursuing lucrative academic or professional careers and sacrifice
everything for the sake of the freedom of their motherland
from the British rules. By the force of their personal abilities
they transform their followers by raising the sense of the
importance and value of their tasks. Five leadership attributes
have been identified as important in this context which are self-
confidence, a vision, strong conviction in that vision,
extraordinary or novel behaviour and ability to create an image
of a change agent.
It is however important to note that the effect of cultural
difference in the context of leadership must be considered in
order to understand and identify the effective leadership
behaviour. An extensive project has been undertaken jointly by
GLOBE foundation and Wharton Business School to identify
the impact of culture on leadership across the world, which
concluded only recently. The study has identified lists of  both
positive and negative leader attributes which have been univer-
sally accepted across culture. The findings from the completed
phases of  the study however suggest the presence of  a strong
influence of cultural bias on the success and effectiveness of the
leaders.

LESSON 15:
HERSEY AND BLANCHARD’S SITUATIONAL MODEL
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Points to Remember

LEADERSHIP

DEFINITION

PROCESS OF DIRECTING AND 
INFLUENCING THE TASK-
RELATED ACTIVITIES OF 
GROUP MEMBERS

IMPLICATIONS

LEADERSHIP INVOLVES :

* OTHER PEOPLE
* UNEQUAL DISTRIBUTION OF 

POWER
* INFLUENCE FOLLOWERS’ 

BEHAVIOUR
* VALUES

LEADERS & MANAGERS

• A MANAGER ADMINISTERS, A 
LEADER INNOVATES

• A MANAGER MAINTAINS, A 
LEADER DEVELOPS

• A MANAGER FOCUSES ON SYSTEMS 
AND STRUCTURE, A LEADER 
FOCUSES ON PEOPLE
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CONTD.

• A MANAGER RELIES ON CONTROL, 
A LEADER INSPIRES

• A MANAGER KEEPS AN EYE ON 
THE BOTTOM LINE, A LEADER HAS 
AN EYE ON THE HORIZON

• A MANAGER DOES THINGS RIGHT, 
A LEADER DOES THE RIGHT THING

TYPES OF POWER

• REWARD POWER
• COERCIVE POWER
• LEGITIMATE POWER
• REFERENT POWER
• EXPERT POWER

APPROACHES TO 
LEADERSHIP

• TRAITS APPROACH

• BEHAVIOURISTIC APPROACH

• SITUATIONAL APPROACH

TRAIT THEORY

• A leader is defined in terms of the 
possession of such traits as intelligence, 
personal attractiveness, self-confidence, 
confidence on others, honesty and integrity, 
vision, warmth and conviction. They are 
also believed to be energetic, ambitious and 
having a desire to lead others.
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Criticism of Traits Theory

�There is bound to be some subjective 
judgement in determining the effectiveness of a 
leader

� The lists of possible traits tend to be very long 
� It generally fails to clarify the relative       

importance of various traits
� It overlooks the needs of the followers
� It cannot discriminate between the causes and 

their effects
� It ignores the impact of situational factors

BEHAVIOURISTIC 
THEORIES

STUDY TASK
FUNCTIONS

MAITENANCE
FUNCTIONS

OHIO
LEADERSHIP
STUDY

INITIATING
STRUCTURE

CONSIDERATIO
N

UNIV. OF
MICHIGAN
STUDIES

PRODUCTION
CENTRED

EMPLOYEE
CENTRED

BLAKE &
MOUTON
STUDY

CONCERN FOR
PRODN

CONCERN FOR
PEOPLE

CONTINGENCY APPROACH

FOCUS ON
• TASK REQUIREMET
• PEERS’ EXPECTATIONS AND 

BEHAVIOUR
• ORGANIZATIONAL CULTURE AND 

POLICIES 

FIEDLER’S MODEL

EFFECTIVENESS DEPENDS ON

• PROPER MATCH BETWEEN 
LEADER’S STYLE & 
SUBORDINATES’ EXPECTATION

• DEGREE TO WHICH SITUATION 
GIVES CONTROL TO THE LEADER
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DEFINITION OF SITUATION

• LEADER MEMBER RELATIONS

• TASK STRUCTURE

• POSITION POWER

FIEDLER’S THEORY

AFTER AN INDIVIDUAL’S BASIC 
LEADERSHIP STYLE HAS BEEN 
ASSESSED (THRU THE LPC 
SCORE) IT IS NECESSARY TO 
MATCH THE LEADER WITH 
THE SITUATION

HERSEY & BLANCHARD’S THEORY

SUCCESSFUL LEADERSHIP IS 
ACHIEVED BY SELECTING THE 
RIGHT LEADERSHIP STYLE 
APPROPRIATE FOR THE 
FOLLOWERS’ READINESS

READINESS
EXTENT TO WHICH 
PEOPLE HAVE ABILITY 
AND WILLINGNESS TO 
ACCOMPLISH A 
SPECIFIC TASK
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STAGES OF FOLLOWER’S READINESS

• R1 : UNABLE & UNWILLING
• R2 : UNABLE BUT WILLING
• R3 : ABLE BUT UNWILLING
• R4 : ABLE AND WILLING

LEADER BEHAVIOUR

• TELLING
• SELLING
• PARTICIPATING
• DELEGATING

LEADER-MEMBER 
EXCHANGE THEORY

• LEADERS CREATE IN-GROUPS AND 
OUT-GROUPS

• IN-GROUP MEMBERS WILL HAVE 
BETTER PERFORMANCE RATINGS, 
LESS TURNOVER, AND GREATER 
SATISFACTION WITH THEIR 
SUPERIORS

HOUSE’S PATH-GOAL 
THEORY

LEADER’S BEHAVIOUR IS 
ACCEPTABLE AS LONG AS 
IT IS PERCEIVED TO BE A 
SOURCE OF IMMEDIATE / 
FUTURE SATISFACTION
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LEADER PARTICIPATION 
MODEL

• AUTOCRATIC I
• AUTOCRATIC II
• CONSULTATIVE I
• CONSULTATIVE II
• GROUP II

Notes:
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A Case Study
With regard to practical orientation of the topic leadership
management, let us read the case below and do the analysis.
Rao is a long-term employee of the Ceramics corporation and
for the last several years he has been a supervisor in the financial
section of the firm. He is very loyal to Ceramics and works hard
to follow the company policies and procedures and the orders
of the managers above him. In fact, upper- level management
think highly of him; they can always count on Rao to meet any
sort of demand that the company places on him. He is valued
and well liked by all the top managers. His employees in the
financial section have the opposite opinion of  Rao.
They feel that he is too concerned with pleasing the upper –
level brass and not nearly concerned enough with the needs and
concerns of the employees in his department. For example, they
feel that Rao never really pushes hard enough for a more
substantial slice of the budget. Relative to other departments in
the company, they feel they are underpaid and overworked.
Also, whenever one of  them goes to Rao with a new idea or
suggestion for improvement he always seems to have five
reasons why it can’t be done. There is considerable  dissatisfac-
tion in the department, and everyone thinks that Rao is just a
puppet for management. Performance has begun to suffer
because of  his style and leadership. Upper-level management
seem to be oblivious to the situation in the finance section.
What approach would you give Rao to improve his approach to
leadership.

Contrast leadership and management
1. Summarize the conclusions of trait theories
2. Identify the limitations of behavioral theories
3. Describe Fiedler’s contingency model
4. Summarize the path-goal theory
5. Explain leader-member exchange theory
6. Differentiate between transactional and transformational

leaders
7. Describe the skills that visionary leaders exhibit
8. Identify the five dimensions of trust
9. Summarize how leaders can build trust

True or False

1. It is the position of your text that companies need both
strong leadership and strong management in order to be
successful.

TRUE
FALSE

2. Trait leadership theory and behavioral leadership theory
have basically the same underlying assumptions about
leaders.
TRUE
FALSE

3. The University of Michigan studies strongly favored
production-oriented leaders as the best type of leader.
TRUE
FALSE

4. Fred Fiedler’s LPC model of  leadership is a contingency
model because he argues that the leader should adjust his/
her leadership style to fit the employee in any given
situation.
TRUE
FALSE

5. Cognitive resource theory examines the impact of stress on
decision making and how the decision maker’s intelligence
and experience interfere with the decision making process.
TRUE
FALSE

LESSON 16:
TUTORIAL ACTIVITY



68

6. Leader-member exchange theory (LMX) argues that leaders
create “in” and “out” groups and that as a consequence,
workers who are part of the “in” group tend to outperform
those who are not.
TRUE
FALSE

7. The leader-participation model identifies four categories of
leader, directive, participative, supportive, and achievement-
oriented, and seeks to provide useful tools to leaders in
directing employees toward the accomplishment of goals
they’ve set.
TRUE
FALSE

8. Experience and training are two variables that can make
group leadership irrelevant to the effective accomplishment
of goals or objectives.
TRUE
FALSE

9. Transactional leadership and transformational leadership are
in opposition philosophically and methodologically.
TRUE
FALSE

10. The ability to create and articulate a realistic, credible,
attractive vision is a mark of a transactional leader.
TRUE
FALSE

11. IQ and technical skills are basic to leadership, but it is EI
that distinguishes a star performer from others.
TRUE
 FALSE

12. Team leadership is essentially the same as individual
leadership with the same common responsibilities.
TRUE
FALSE

13. Leadership is not a value-free process.
TRUE
FALSE

14.  The most critical dimension for the development of trust is
integrity.
TRUE
FALSE

15. The ability to create a plan and execute it well is the primary
attribute that leadership is built on.
TRUE
FALSE

Multiple Choice
1. Trait theory has been largely abandoned because:

1. it was too complex to be of practical use to most managers.
2. it could only predict behavior in “weak” situations, not

strong ones which are more prevalent.
3. the theory only predicted in specific situations, it was not

universally applicable.
4. it could not distinguish the impact of being a high- or low-

self  monitor on one’s leadership effectiveness.
2. The leadership research by Ohio State looked at two

dimensions:

1. The extent to which the leader is likely to structure his and
his employees’ roles and the extent to which mutual trust
exists.

2. To what degree leaders emphasized employee relationships
and their tendency to emphasize the technical or task
elements of the task.

3. How charismatic or how transactional the leader was in his/
her style.

4. Which did not include any of these.
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3. An early work in behavioral leadership theory built on
two dimensions–concern for people and concern for
production. The theory referred to is:

1. LPC leadership theory.
2. the managerial grid.
3. the Ohio State studies.
4. path-goal theory.
4. Research into behavioral models of leadership:

1. consider situational factors as well as behavioral factors.
2. show that a task-orientation is key to successful leadership.
3. is the only leadership theory that can not be used across

cultures.
4. suggests that development-oriented leaders are the most

effective leaders.
5. For Fiedler, the context or leadership situation is

defined by three contingency factors. One of these
factors is:

1. task structure.
2. referent power.
3. emotional intelligence.
4. available reward resources.
6. If you want a leadership approach that focuses on the

employee’s readiness and willingness to perform as
well as his ability to do what is expected, your best
choice of  leadership theory is:

1. Fiedler’s LPC.
2. cognitive resource theory.
3. leader-member exchange theory.
4. Blanchard and Hersey’s situational leadership theory.
7. The belief  that leaders should provide necessary

direction, help followers clarify how to accomplish
their goals, and reduce the roadblocks slowing or
hindering follower progress in accomplishing goals is
called:

1. leader-member exchange theory.
2. path-goal theory.
3. contingency leadership theory.
4. charismatic leadership theory.
8. ______ is the best form of  path-goal leadership when

tasks are ambiguous and stressful and with employees
who have an external locus of  control.

1. Participative
2. Supportive
3. Achievement-oriented
4. Directive
9. Neocharismatic leadership theory differs from other

leadership theories in that it:

1. de-emphasizes theoretical complexity.
2. argues that leadership is inborn.
3. suggests that other forms of  leadership are irrelevant.

4. seeks to maximize follower participation in decisions and
implementation of decisions.

10.  Transformation leadership is build on top of  ______
and produces levels of  follower effort and performance
that go beyond it.

1. visionary leadership.
2. a strong followership.
3. transactional leadership.
4. charismatic leadership.
11.  Emotional intelligence consists of five key

components, which include:

1. one’s general intelligence or IQ.
2. the individual’s communication skills.
3. cognitive ability to deal with conceptual issues.
4. one’s self-management abilities.
12.  Team leaders perform a number of  roles. When a team

leader helps the team identify the source of group
conflict, identify the issues involved, and help them
explore possible solutions, the team leader is acting
as a:

1. troubleshooter.
2. liaison.
3. social facilitator.
4. conflict manager.
13.  In the definition of trust, a key element is that the other

party won’t act “opportunistically.” This refers to:

1. the assumption of  knowledge of  the other party.
2. one’s inherent vulnerability in any relationship.
3. the desire people have for others to act consistently.
4. someone’s competence and interpersonal knowledge.
14.  There are a number of things an individual can do to

build trust, including:

1. keep your true feelings to yourself.
2. only share confidences with people you can trust to keep a

secret.
3. demonstrate competence in your job and relationships.
4. all of these.
15.  _____ trust is the highest level of  trust and permits one

individual to act as the agent for another.

1. Identification-based
2. Knowledge-based
3. Deterrence-based
4. Implicit

Latest Happening

Who Would Want to Be the Boss?

LEAD STORY-DATELINE: The Wall Street Journal, June
27, 2002.

The summer of 2002 has certainly been a sobering time, and
probably an unpleasant one for the CEOs of many major
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companies. Numerous factors have created challenges for the
leaders of large business enterprises. One might say that this is
not new and that there are always difficulties to resolve, and
obstacles to overcome for business leaders, just like everybody
else. But all the same, the environment in which business is
conducted has surely become less friendly for many CEOs.
What leads to this observation? Numerous events have put a
harsh spotlight on chief executives of large corporations and on
how they exercise control and leadership. The list of  companies
is familiar: Enron, Adelphia, ImClone, WorldCom, and Tyco.
From manufacturing to pharmaceuticals to energy to telecom-
munications and the Internet, few sectors of the economy have
been left untouched. The fallout from the apparent misdeeds
of the top leaders of these companies has included the
complete dissipation of  the firm’s stock values. Shareholders are
counting the damage.
Each of the three articles points out a different aspect of this
emerging issue. David Cook’s piece points out that it is a
company’s CEO who can have the most significant impact on
its culture, its ethics, and its public image. And now, given the
daily news, the attitudes and actions of corporate leaders may
have more weight than ever in the public’s view (and the
shareholders’ support) of  a company. Their compensation is
questioned, their strategies and their approaches to risky
investments are reviewed more carefully, and their Boards are
subjecting them to more rigorous evaluations.
For many years, rising business managers sought to be the
CEOs of large companies as the capstone of their careers, and
were eagerly pursued by executive search firms trying to fill
vacant positions. But according to Lubin and Hymowitz, “Its
getting tougher to hire a CEO these days.” When they are
contemplating a change in career by jumping into the unknown
as the leader of  a company, qualified men and women are
thinking twice or even more. There has certainly been an image
of the turnaround specialist, a heroic and gallant figure who
arrives from the outside to seize control of a company that is
having difficulty. But that gallantry is getting harder to find,
because candidates worry about what they may find.
The Financial Times article explores the legal environment of
executive leadership. After too many companies disclosed
mistakes (or misjudgments, or lies) in their financial reporting,
CEOs are being pushed to be more personally accountable for
the accuracy of  the corporate financial statements. Traditionally,
financial statements have had to be approved by outside
auditors, who have provided some assurance to investors that a
company’s financial statements are accurate. Now, under new
regulations by the U.S. Securities and Exchange Commission,
more assurance has to be provided personally by the person in
the corner office, in the form of a signed statement.

Talking It Over And Thinking It Through!
What can current CEOs do to avoid encountering the same
messy situations?
Is the problem overstated? President Bush says that there are
“some bad apples.” Do you agree, or do you think the problem
is more widespread? What would it mean if most people
thought that the problem was very widespread, that almost all
CEOs were bad?

What new leadership style is called for?

Thinking About the Future!
What does this do to hiring CEOs? Ultimately, it is boards of
directors who have to decide who to hire as a CEO. In executive
recruitment, companies have to consider the experience and
leadership behaviors of the people they want to hire, and to
agree on whether a person is right to lead their company in the
future. Candidates have to make the same determination from
the perspective of their hopes and their understanding of the
company they may be asked to lead. If outside regulation and
pressure makes being a CEO less attractive, some candidates
may elect to look for other types of employment.

Sources:
“A Proposal for CEOs to Sign off  on Reports.” The Financial
Times, 12 June 2002.
Cook, D. T. “A Crisis in the Corner Office.” The Christian
Science Monitor, 2 July 2002.
Lublin, J. S. and C. Hymowitz. “No Thanks. Fearing Scandals,
Executives Spurn CEO Job Offers.” The Wall Street Journal, 27
June 2002.
- Roland J. Kushner

Are Executives Accountable?
LEAD STORY-DATELINE: Financial Times, June 20, 2002.
In the summer of 2002, corporate executives have been
receiving a lot of heat from the public, the media, and many
other constituents. Since 2001, corporate scandals have been
more visible and more frequent. With so much attention
focused on figuring out how and why corporations are failing,
it’s natural that a lot of  decisions made by the company
executives are coming under scrutiny—especially when so many
of them have turned out to be so misguided. One series of
events that has been in the public eye is the high-profile ouster
of corporate executives from some leading firms.
The list of departed CEOs from major corporations include
Dennis Kozlowski of  TYCO, most of  the executive staff  at
Enron, Bernard Ebbers at Worldcom, Joseph Nacchio from
Qwest, and Samuel Waksal from Imclone. These are only a few
of the most prominent business leaders who have had to leave
in the face of poor business performance and questionable
accounting practices and disclosure. In the background of this
has been the collapse of Arthur Andersen as an accounting
firm, due in part to the actions of senior managers. Even
farther in the background, but still capturing much of the
public’s attention, have been the woes of  the Catholic Church in
the U.S. In that story, one of  the ways that the public has come
to see the Church is as a major corporation whose leaders are
working together to make strategic decisions.
What makes this series of episodes so different from other
“scandals?” that have marked corporate America before?
Perhaps the most significant difference is the attention that all
of these are getting from the general public. In American
culture, business has often been seen as one of the places where
society got its leaders, and a way of life where some individuals
could excel as leaders. But the current string of corporate failures
makes it harder to accept business as a source of vision and
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execution. From Congress, the President and other top officials,
the internet, and the editorial pages, the summer of 2002 has
seen a rising level of criticism of corporate practice, with an
unusual amount of that focused on the attitudes and behaviors
of the leaders themselves.

Talking It Over And Thinking It Through!
What do these episodes say about the accountability of
leadership?
What does this do to the argument that executive compensa-
tion is not too high?
Imagine that one consequence of this over time is that in
corporations, the position of CEO becomes somewhat weaker.
If CEOs give up or lose power, where else in the organization
will that power go? What are the alternatives to leadership if it
is not coming from senior executives? Where will vision and
inspiration come from?

Thinking About The Future!
One class of people who are very interested in seeing what
happens to CEOs is the next rank down of executive staff in
different organizations. In the past, they may have had strong
leaders in an environment of  less accountability. Bass et. al.
(1987) showed how in one big organization, there was “cascad-
ing” leadership. This means that the behaviors and attitudes of
highest executive tend to be imitated by the next level down as
they manage and lead their subordinates. Presumably, the next
level of executives in many major companies would want to
look on the practices of the former CEOs and think about
whether they were cascading some of those down to their
subordinates. For the future, consider how the heads of
headquarters departments like finance, research, and marketing
are affected when their boss, the CEO, is fired. Others who have
to pay attention are the heads of independent business units
(especially in a conglomerate like Tyco). They all still have to get
their work done and prepare for the future as well. It would be
interesting to know how their behavior might change in the
future because of what they learned from the series of CEO
dismissals. Would it affect their attitude about taking risks, or
reporting to shareholders and regulators?

Sources
Martin, Peter. “The Public is Not Amused,” Financial Times,
June 20, 2002, p.A9.
Leonhardt, David. “The Imperial Chief Executive is Suddenly
in the Cross Hairs,” The New York Times, June 24, 2002.
Bass, Bernard M.; Waldman, A. David; Avolio, Bruce J. & Bebb
and Micheal. “Transformational Leadership and the Falling
Dominoes Effect,” Group and Organization Studies 12(1),
March, 1987.
- Roland Kushner

Discipline as a Form of Leadership
LEAD STORY-DATELINE: The Wall Street Journal, February
20, 2002.
In Washington, DC, news organizations have been able to find
information from mid-level and upper-level bureaucrats, using
what they have found to produce stories about the inner
workings of  government policy-making. Often, information

that is released this way was supposed to be kept under wraps,
but instead, it is made public through such leaks. Indeed, one
could say that federal government offices have been as water-
tight as a colander. The details that were revealed often
illuminate disagreements between senior policy makers, whether
appointed or elected. And sometimes, it has been the top levels
of government, and especially the White House, that has been
the sources of the most leaks.
The article by Seib describes a substantial contrast between the
administration of  President George W. Bush and those of  his
predecessors, presidents Clinton, Bush (senior) and Reagan. In
each of those previous administrations, many of the subtle and
frank discussions that took place behind closed doors were
quickly shared with the media. But the current administration
has behaved much differently. Very few disagreements between
senior officials have been publicized. There have been compara-
tively few incidents in which Cabinet secretaries have spoken in
opposition to the general policies that the Bush White House
has advanced.
What has caused this change? Other commentators have also
noted that the present Bush administration runs much more
smoothly in some ways than any of its predecessors. Mr. Seib
attributes much of the change of style to the leadership
attitudes and behavior of President Bush himself. It has been
widely reported that in his middle years, Mr. Bush abandoned a
fairly wild and hedonistic lifestyle, a passage that fueled his
personal growth and undoubtedly made it possible for him to
become a successful politician. Apparently, one element of  this
transformation that he underwent was adopting a very disci-
plined and focused approach to management. As an assistant in
his father’s administration, he observed a casual and loose
approach to making decisions, and saw that many of the top
officials were not keen loyalists. As governor of  Texas, Mr.
Bush attempted to focus on a few key policy objectives. Now, as
President in a time of war, he is again managing his administra-
tion with focus and discipline.
Mr. Bush provides a model that some leaders of private
business or nonprofit organizations might find to be appropri-
ate, while others might disagree with his style or find that it
does not fit their situation. The questions that follow explore
these questions.

Talking It Over And Thinking It Through!
What elements of a highly disciplined and focused approach to
managing key staff are appropriate to a business environment,
and which ones might be inappropriate?
How does leading during wartime affect Mr. Bush’s leadership
style? Can these elements be transferred to the private sector?
Why is loyalty important to chief executives? What leadership
skills should executives practice in order to have loyal subordi-
nates? Is it as significant in the private sector as it is in
government?

Thinking About The Future!
It will be interesting to see if the current calm in the Bush
White House is revealed to be concealing a mass of discord. For
now, at least, it seems that Mr. Bush has impressed the need for
discipline, loyalty, and focus upon his executive team. The first
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year of his administration has produced significant challenges,
yet he has imposed his style of leadership in a particularly
successful manner. While not all of his leadership practices can
be applied equally successfully in the private sector, there are
some approaches and attitudes that may well transfer out into
the business world.

Sources:
Seib, Gerald F. “A Distinct Style: Discipline Reigns in Bush’s
World,” The Wall Street Journal, February 20, 2002, pA-24.
- Roland J. Kushner

The Fit Between the Leader and Organization
LEAD STORY-DATELINE: The New York Times Magazine,
December 23, 2001.
A few weeks after the terrorist attacks on New York, a press
conference was held in Washington, D.C. Dr. Bernadine Healy,
President of  the American Red Cross since 1999, and David T.
McLaughlin, Chairman of the Red Cross Board of Governors,
announced that Dr. Healy would be stepping down from her
post effective the beginning of 2002. Although some of the
difficulties that led to her departure can be attributed to the
rigorous structure of the Red Cross and problems that some
senior staff had in accepting someone from outside as its head,
the article makes plain that a number of the issues stemmed
from Dr. Healy’s own approach to leadership of  a complex
organization.
Numerous models of leadership are presented to us each time
we read the business or popular press, from the hard-charging
and focused approach of  GE’s Jack Welch to the more subtle
and humane image that New York Mayor Rudolph W. Giuliani
projected after the attacks. There is no single style of leadership
that applies to every situation; a small retail store can’t be run in
the same way as a big corporation, and vice versa. This doesn’t
mean that there aren’t similarities in some decisions, or that
some of  the basic rules of  business (e.g., cash flow manage-
ment) don’t apply. But it does mean that there are no universal
truths about leadership, and many aspects of  a leader’s perfor-
mance are driven by the situation and the organization itself in
addition to those that are driven by leadership style.
The article implies that one of  the biggest areas of  conflict that
Dr. Healy faced was with many of the long-standing customs
and traditions of the Red Cross, including those that tend to
disperse authority throughout the structure. Her approaches to
oversight were more centralized and authoritarian than that of
her predecessors’, and consequently she encountered (or created)
trouble with life-long Red Cross workers and managers.
Another element of the article describes her personal style as
being very direct, a manner in which she would state the truth as
she saw it, not taking (sufficiently) into account the kinds of
negative responses that blunt speech can create, even if it is
correct. One very public problem came from a decision she
made to divert some of the funds received after the terrorist
attacks to some continuing disaster-relief costs and to prepare
for future attacks. There is a strong case to be made that this
was the appropriate thing to do to better prepare the organiza-
tion and the nation for an uncertain future. However, it was
politically unpopular and created a public relations backlash.

Dr. Healy had been a successful leader in difficult situations
before and is obviously a highly competent person, according to
the article. The fact that she had to leave the Red Cross under
pressure (i.e., she was asked to resign) does not change those
facts. However, there was a clash between her approach to
leadership and the culture and structure of the organization.
Think about the role of structure in the success of an organiza-
tion, consider the following questions

Talking It Over And Thinking It Through!
Is it possible that some of the difficulties she experienced were
because she was a woman? Explain.
Of  the different styles of  leadership predicted by the Vroom-
Yetton-Jago models, which ones did she appear to follow most
closely? What is some evidence for this?
Does the fact that the Red Cross is a nonprofit organization
mean that it calls for a different style of leadership than a
business corporation? Explain.
McLaughlin is quoted as saying “...every time she took a strong
position, a little more of her capital with the board was spent.
At a certain point, you can’t recoup.” What does he mean by
“capital?”

Thinking About The Future!
It would be a mistake to attribute all of the difficulties that Dr.
Healy faced to her leadership style. It appears instead that the
organization and its leader did not fit together as they should.
The article goes into some detail about the structure and the
culture of the Red Cross, and it is certainly possible to explain
many of the problems she faced by looking not at the style of
the leader, but at the situation in which the leader acted.
However, new leaders are brought in to manage complex
organizations all the time. Many of them succeed in turning
around a culture in an inclusive manner, rather than in the way
that belittles past practice. In one telling comment, she tells the
board (after her departure) that “maybe you wanted more of a
Mary Poppins and less of  a Jack Welch.” If  it is characteristic of
the kinds of rhetorical communication she practiced during her
tenure of office, it is doubtful that she would be easily able to
increase the stock of capital that a CEO ought to have.
For more information on the American Red Cross, go to their
Web site. For more information on the practice of  leadership in
nonprofit organizations, take a look at Tschirhart, Mary (1996)
Artful Leadership. Managing Stakeholder Problems in Non-
profit Arts Organizations Bloomington: Indiana University
Press.

Sources:
Sontag, Deborah. “Who Brought Bernadine Healy Down?,”
The New York Times Magazine, December 23, 2001.
- Roland J. Kushner
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Learning Objective
To understand and learn the below mentioned points:
The concept of conflict
Functional and Dysfunctional Conflict
Relation between organizational performance and conflict
Sources of Conflict
Types of  conflict
Levels of Conflict

I n t e r a c t i o n
People with divergent personalities, perceptions, attitudes and
values occupy the positions in organizations. These positions
often have differing or contrasting job charts, different levels of
status attached to them and also foster competition. People of
different divisions in organizations have to compete for scarce
resources in order to achieve their targets / objectives. In every
human endeavor conflicts exist.
Conflict exists wherever there is social interaction. It emerges as
an outcome of interdependencies and interactions between and
among people. Conflict is as old as human existence itself.
Historical evidences indicate that conflict existed even in
prehistoric times when man was at the stage of homo erectus
evolving to be Homosapien, on the path to become a modern
man.
As man developed himself  into a hunting society, there are
proofs of feuds among tribes for cattle, precious stones and
women. Feuds also existed within the tribe, between clans. Over
several thousands years man evolved into agrarian society where
the feuds took place for land and water. In Indian epics there are
several instances quoted of having conflict specially in Ramayana
and Mahabharatha. In modern industrial society, in organiza-
tions we come across several kinds of conflicts sprouting out of
number of sources.
Individual experience conflict due to many pressures exerted on
him by many groups to which he belongs and demands of
various roles he must play. Socialization process of  individual
itself also viewed as conflict.
Conflict is a struggle between two or more forces that creates a
tension that must be resolved (although in some stories, as in
real life, it isn’t). The traditional breakdown of conflict is:
Man vs. man (external)
Man vs. nature (external)
Man vs. self (internal)
Conflict is important to literature because it provides the basic
materials for the construction of the plot. Without conflict
nothing would happen. Also, the conflict within a piece may be
central to the author’s view of  life or the point he or she is
trying to make.

What is Conflict?
In simple words, conflict may be understood as collision or
disagreement. The conflict may be within an individual when
there is incompatibility between his own goals or events; may
be between two individuals, when one does not see eye to eye
with another, and in the process tries to block or frustrate the
attempts of another; or between two groups in an organiza-
tion. Chung and Megginson define conflict as “the struggle
between incompatible or opposing needs, wishes, ideas,
interests, or people. Conflict arises when individuals or groups
encounter goals that both parties cannot obtain satisfactorily.”
Though intra-personal conflict is not made explicit in the
definition, the first sentence implies intra-individual conflict as
well.
Reichers (1986) defined conflict as the perceived incompatibility
between one goal, value or need and another goal, value or
need. This definition shows that conflict may exist within the
same persons or between a person and another entity.

Functional and Dysfunctional Conflict
Functional conflict refers to confrontation between two ideas,
goals and parties that improve employees and the
organization’s performance. Well managed conflict helps
workers anticipate and solve problems, feel confident,
strengthen their relationships, and be committed to the
organization. Constructive conflict is crucial for effective
functioning of  organizations. Specifically, potential benefits of
conflict are the following:
Conflict increases awareness of what problems exist, who is
involved, and how to solve the problem.
Conflict motivates organizational members to consider
problems. They are energised and psychologically focussed on
the problems and motivated to put plans into action.
Conflict promotes change. Persons are more aware of injustices,
inefficiencies, and frustrations, and see the need to correct them.
Conflict enhances morale and cohesion. Organizational
members deal with and clear up their frustrations and resent-
ments. They conclude that their relationships are strong enough
to withstand stress and to handle difficulties. They also learn
about each other’s needs, styles, and values through conflict.
High quality decisions result when persons express their
opposing views and perspectives. They share their information
and check each other’s reasoning to develop new decisions.
Conflict stimulates interest and creativity. Being in conflict often
sparks curiosity and stimulates viewing problems from several
perspectives and combining the best of these positions to form
a creative solution. Conflict is exciting as people learn about
what makes them and others angry, frustrated, and willing to
fight.

LESSON 17:
CONFLICT
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Conflict adds to the fun of working with others when not
taken seriously. Many people find conflict enjoyable to competi-
tive sports, games, movies, plays, books, and in teasing.
There is a close relationship between conflict and organizational
performance (See Fig.16.1). Organizational performance is low
when conflict is extremely high or extremely low, while moder-
ate or optimum level conflict contributes to high organizational
performance. When the level of  conflict is low, such as at point
A on the curve, performance suffers because of  a lack of  arousal
and stimulation. Employees find the environment too
comfortable and they become complacent.
When they are not challenged and confronted, they fail to search
for environmental  changes. On the other hand, when the level
of conflict is extremely high (Point C), performance suffers
because of inadequate coordination and cooperation. The
organization is in a state of chaos because of disruption and
cooperation. The organization is in a state of chaos because of
disruption and interference to critical activities. Individuals
spend more time defending themselves or attacking others than
accomplishing productive work.

Fig. 16.1 Relation between organizational performance and
conf lict

Maximum organizational performance occurs somewhere
between these two extremes, where there is an optimal level of
conflict. In this situation, at point B on the curve, there is
sufficient conflict to stimulate new ideas and a creative search for
solutions to problems.
Dysfunctional Conflict: True, conflict is inevitable in organiza-
tions and also desirable. But without an effective means for
handling it, conflict can tear relationships apart and interfere
with the exchange of ideas, information and resources in
groups and between departments. Dysfunctional conflicts
hinders and prevents organizational goals from being achieved.

Sources of Conflict
Money, of  course, How to spend it. What to do with it. The
single most common conflict.
The second most common conflict is roles and responsibilities.
I cannot say much about it now. It may sound silly but it
becomes awfully important when it comes down to little

things, like, who is going to take the cockroach off the window?
Whose job is that? Whose job is it to see that the socks are clean
and the underwear is ready to go? Whose job is it to see to it
the garbage gets put out in time for the garbage pickup? Or that
the house is clean? Or that the dishes are washed? Or that food
is cooked? Whose job is it to do the grocery shopping? Whose
job is it to discipline children or to make rules or major
decisions?
Third most common source, power struggles. We tend to want
to win arguments. When it comes down to roles and responsi-
bilities, we want to win it. This is my job! That is your job! You
have got to win. It does not even matter what you start arguing
over, what you are getting down to is who is the boss and who
is not. If you have to win every argument you will probably
lose your marriage. That is something to think about. If you
always have to win, chances are you will lose your marriage. If it
is a source of chronic disagreement, you have a real problem.
Fourth most common source of disagreement, sexual difficul-
ties. Sexual difficulties can be all sorts. They can be from what
type of  sex you want to do, to how frequently you want to do
it. In fact, frequency of sex is at times a source of conflict in a
marriage. And that at times in itself  becomes a sexual difficulty.
It is nice if you can talk to your partner up front concerning this.
Positions, experimentation, fantasy. All of  these things that are
part of the sexuality of the marriage can also be a source of
difficulty. You have got to talk about it. Once again, choice
becomes a part. You have to sit down and discuss. Talk about
your sex life together. That is how you will make the best sex
life you will ever have.
The next area is jealousy and possessiveness. Jealousy and
possessiveness is lack of trust and strong feelings of inadequacy
and insecurity. A certain amount of  jealousy and possessiveness
should be there

Types of Conflict
Conflict has been classified in different ways. Following are the
some of the classifications.

Realistic and Non-Realistic
Realistic conflict arises when participants clash in the pursuit of
claims and expectation of gain. It is viewed as a means towards
the achievement of specific goals, a means that might be
abandoned if other means appear to be more effective.
Non-realistic conflict arises from aggressive impulses that seek
expression no matter what the object, allows no functional
alternative of means. Since it is not aimed at the attainment of
concrete result but at the expression of  aggressive impulses. Ex.
Scope goating i.e. the object of attack is secondary to the
dispositional need for attack.

Inter Psychic and Psychosocial Conflicts
Inter-psychic conflict exists within an individual when he feels
drawn to two or more divergent desires or actions. (Ex :
Alkohol and be healthy) Psychosocial conflict exists between
people or between a person and a group and is present when a
person must choose in favour of one course of action, at the
expense of an equally desirable course of action (Ex. Personal
goals at the expense of groups goals)
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Conflict of interest and conflict of understanding
Conflict of interest is present when parties involved in conflict
share the same understanding of the situation but prefers a
different and incompatible solution to problem. Conflict of
understanding occurs when parties involved in conflict do not
share the same conceptualization of the situation. This may
occur because of divergent ideologies, cultures, values or
cognitive structures.

Intra-personal, interpersonal, organizational, inter
organizational and revolutionary conflict
Intra-individual conflict involves frustration, goal conflict,
and role conflict and ambiguity. Frustration occurs when goal-
directed behavior is blocked. Goal conflict occurs when a goal
has both positive and negative features or when an individual
has two or more competing goals thus blocking, one another. 3
types of goal conflict are generally identified.
Approach – approach conflict, where the individual is motivated
to approach two or more positive but mutually exclusive goals.
Approach – avoidance conflict, where a single goal has both
positive and negative characteristics and individual is motivated
to approach and avoid it at the same time. This has relevance to
the analysis of organizational behavior.
Avoidance – avoidance conflict, where the individual is moti-
vated to avoid two or more negative but mutually exclusive
goals.
Role conflict and ambiguity arises as individual is expected to
play various roles and a clash therefrom.
Interpersonal conflict arises from personal differences,
information deficiency, role incompatibility and environmental
stress.
Organizational conflict : Intra-individual, inter personal and
inter group conflicts are all inherent in organizational conflict the
very nature of structure of organization also give rise to conflict.
In classical organization there are four types of structural
conflict.
Hierarchical conflict – exists between various levels in the
hierarchy of the organization like board of director and top
management, middle management with supervising personnel,
management vs. Workers.
Functional conflict – exists between various functional depart-
ments like marketing, personnel, financial, etc.
Line – staff conflict
Formal – informal conflict exists between formal and informal
organizations :
In modern organization also this structural conflict exists,
example may be project and matrix organizations. In projects,
managers are given responsibility but no authority, leading to
conflict while a manager in matrix organization may have a
project boss and a functional boss leading to conflict.
Inter organizational conflict arises from the macro business
environment when organizations compete for market share.
Revolutionary conflict is the most dramatic form of  conflict
in complex organization and has its generous in revolutionary
movements that challenge the very legitimacy of the organiza-

tion. This is different from other kinds of conflict that it does
not ask for a greater share of the scarce resources but they
demand that all the resources be redistributed to new organiza-
tion and that the old systems cease to exist.

5. Bargaining, Bureaucratic and Systems Conflict
Bargaining conflict among the interest groups in competition
for scarce resources, this is appropriate for the analysis of labour
– management relations, budgeting processes and staff-line
conflicts.
Bureaucratic conflict between the parties to a superior, subordi-
nate relationship, particularly concerned with the problems
caused by institutional attempts to control behavior and the
organization’s reaction to such control.
Systems conflict among parties to a lateral or working relation-
ship or a functional relationship. Analysis of  the problems of
coordination is the special province of this model.

6. Perceived, Latent and Manifest Conflicts
Perceived, latent and manifest conflict : Perceived conflict exists
in person when they perceive that there is a conflict in the work
environment, which may truly be existing or not. Perceived
conflict may give rise to real conflict. :
Latent conflict is one that does not emerge in open i.e. individu-
als involved in conflict do not show it openly although the
conflict exists.
Manifest conflict is open conflict where in parties involved in
conflict recognize and openly explicitly express the conflict.

7.  Organized and Unorganized Conflict
Organized and unorganized conflict exits in organizations.
When parties involved in conflict express it in organized
manner like strike or lock out it is organized conflict while
unorganized conflict is expressed through absenteeism, late
coming etc.
While there are different kinds of conflicts explained above, all
conflicts in organization fall within one of six categories
mentioned below;
External (conflicts related to competition, the marked place,
regulation, or on adversarial take over).
Management process and style (conflicts stemming from
leadership style, the decision making process, or organizational
structure )
Strategic direction (conflicts over the company’s mission
direction, objectives and strategies)
Operational (conflicts related to issue such as “quality verses
schedule’ or “design-to-production transition”.)
Interdepartmental (conflicts that occur when divisions compete
with themselves rather than with other companies Value system
(conflicts over business philosophy)

Levels of Conflict
There are three levels of conflict in organizational life:
Intra-individual conflict.
Inter-individual conflict.
Inter-group conflict.



76

Let us study below an article on resolving Conflict in Work
Teams
As organizations continue to restructure to work teams, the
need for training in conflict resolution will grow. Conflict arises
from differences, and when individuals come together in teams,
their differences in terms of power, values, and attitudes
contribute to the creation of  conflict. To avoid the negative
consequences that can result from disagreements, most
methods of resolving conflict stress the importance of
dealing with disputes quickly and openly. Conflict is not
necessarily destructive, however. When managed properly,
conflict can result in benefits for a team.

Resolving Conflict in Work Teams
A major advantage a team has over an individual is its diversity
of resources, knowledge, and ideas. However, diversity also
produces conflict. As more and more organizations restructure
to work teams the need for training in conflict resolution will
continue to grow. Varney (1989)reports that conflict remained
the number-one problem for most of the teamsoperating
within a large energy company, even after repeated training
sessions on how to resolve conflict and how to minimize the
negative impact on team members. One reason for this may be
that mangers and other leaders within organizations are not
giving the issue of  resolving conflict enough attention. Varney’s
research showed that although most managers are aware of
disagreements and have received training in conflict resolution,
they seldom assign a high priority to solving conflict problems.
With this in mind, it is critical that team members possess skills
to resolve conflict among themselves.
Conflict arises from differences. When individuals come
together in work teams their differences in terms of power,
values and attitudes, and social factors all contribute to the
creation of conflict. It is often difficult to expose the sources of
conflict. Conflict can arise from numerous sources within a team
setting and generally falls into three categories: communication
factors, structural factors and personal factors (Varney,
1989).
Barriers to communication are among the most important
factors and can be a major source of  misunderstanding.
Communication barriers include poor listening skills; insuffi-
cient sharing of information; differences in interpretation and
perception; and nonverbal cues being ignored or missed.
Structural disagreements include the size of the organization,
turnover rate, levels of participation, reward systems, and levels
of interdependence among employees. Personal factors include
things such as an individual’s self-esteem, their personal goals,
values and needs. In order for conflict to be dealt with success-
fully, managers and team members must understand its
unpredictability and its impact on individuals and the team as a
whole.

Conflict in work teams is not necessarily destructive, however.
Conflict can lead to new ideas and approaches to organizational
processes, and increased interest in dealing with problems.
Conflict, in this sense, can be considered positive, as it facilitates
the surfacing of important issues and provides opportunities
for people to develop their communication and interpersonal
skills. Conflict becomes negative when it is left to escalate to the
point where people begin to feel defeated, and a combative
climate of  distrust and suspicion develops (Bowditch & Buono,
1997). Nelson (1995) cautions that negative conflict can destroy
a team quickly, and often arises from poor planning. He offers
this list of high potential areas from which negative conflict
issues commonly arise:
1. Administrative Procedures: If the team lacks good

groundwork for what it’s doing, its members will not be
able to coordinate their work.

2. People Resources: If the team does not have enough
resources to do the job, it is inevitable that some will carry
too heavy a load. Resentment, often unexpressed, may
build, so it is crucial that team leaders ensure adequate
resources.

3. Cost overruns: Often inevitable, cost overruns become a
problem when proper measures are not taken. The whole
team should know early on when cost becomes a problem
so additional funding can be sought by the team. This way
the problem can be resolved before it grows into a problem
for management.

4. Schedules: The schedule is highly consequential to the
team’s project and should be highly visible. All members
should be willing to work together to help each other meet
their deadlines.

5. Responsibilities: Each team member must know what areas
are assigned and who is accountable for them.

6. Wish Lists: Stick to the project at hand and avoid being
sidetracked onto trying to fit other things into it. Wait and
do the other things you would like to do after successful
completion of the original project.
Team members can and should attempt to avoid negative
conflict from occurring. Being aware of  the potential for
negative conflict to occur, and taking the necessary steps to
ensure good planning will help.

Handling Negative Conflict
When negative conflict does occur there are five accepted
methods for handling it: Direct Approach, Bargaining, Enforce-
ment, Retreat, and De-emphasis (Nelson, 1995). Each can be
used effectively in different circumstances.
1. Direct Approach: This may be the best approach of all. It

concentrates on the leader confronting the issue head-on.
Though conflict is uncomfortable to deal with, it is best to

LESSON 18:
RESOLVING CONFLICT IN WORK TEAMS
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look at issues objectively and to face them as they are. If
criticism is used, it must be constructive to the recipients.
This approach counts on the techniques of problem-
solving and normally leaves everyone with a sense of
resolution, because issues are brought to the surface and
dealt with.

2. Bargaining: This is an excellent technique when both parties
have ideas on a solution yet cannot find common ground.
Often a third party, such as a team leader, is needed to help
find the compromise. Compromise involves give and take
on both sides, however, and usually ends up with both
walking away equally dissatisfied.

3. Enforcement of  Team Rules: Avoid using this method if
possible, it can bring about hard feelings toward the leader
and the team. This technique is only used when it is
obvious that a member does not want to be a team player
and refuses to work with the rest. If enforcement has to be
used on an individual, it may be best for that person to
find another team.

4. Retreat: Only use this method when the problem isn’t real
to begin with. By simply avoiding it or working around it, a
leader can often delay long enough for the individual to cool
off. When used in the right environment by an experienced
leader this technique can help to prevent minor incidents
that are the result of someone having a bad
day from becoming real problems that should never have
occurred.

5. De-emphasis: This is a form of bargaining where the
emphasis is on the areas of agreement. When parties realize
that there are areas where they are in agreement, they can
often begin to move in a new direction.

Managing Cooperative Conflict
Though we often view conflict through a negative lens, teams
require some conflict to operate effectively. Cooperative conflict
can contribute to effective problem solving and decision making
by motivating people to examine a problem. Encouraging the
expression of many ideas; energizing people to seek a superior
solution; and fostering integration of several ideas to create
high-quality solutions (Tjosvold, 1988). The key is to under-
stand how to handle it constructively. If  members understand
how to do it, differences that arise can result in benefits for a
team.
While it is true that suppressed differences can reduce the
effectiveness of a team, when they are brought to the surface,
disagreements can be dealt with and problems can be resolved.
The actual process of airing differences can help to increase the
cohesiveness and effectiveness of the team through the
increased interest and energy that often accompanies it. This in
turn fosters creativity and intensity among team members. In
addition, bringing differences to the surface can result in better
ideas and more innovative solutions. When people share their
views and strive toward reaching a consensus, better decisions
are reached. Team members also improve their communication
skills and become better at understanding and listening to the
information they receive when differences are freely aired. Fisher,
Belgard, and Rayner (1995) offer these tips on improving
listening skills:

1. Listen for meaning.
2. Understanding is not agreeing.
3. Seek clarification before responding, if needed.
4. Apply listening skills when receiving a message.
5. Evaluate yourself for how well you listened at the end of

any conversation.
The tension of well-managed conflict allows teams to confront
disagreement through healthy discussion and improve the
decisions made (Rayeski & Bryant, 1994). This leads to greater
team efficiency and effectiveness. Effectively managing conflict
allows teams to stay focused on their goals. Swift and construc-
tive conflict management leads to a broader understanding of
the problem, healthy expression of different ideas or alterna-
tives, and creates excitement from the positive interaction and
involvement which will help the team through periods of
transition and on to greater levels of performance.
As teams become more responsible for managing themselves, it
is important for organizations to help them by identifying the
knowledge, skills, and abilities (KSAs) required to handle
conflict. Then developing plans to transfer these skills and
capabilities over to their teams. Because conflict is inevitable in
teams, the focus needs to be on how it is managed. Conflict
that is poorly handled creates an environment of fear and
avoidance of the subject. On the other hand, if properly
managed, it can lead to learning, creativity, and growth.

Team Resolution Process
Rayeski and Bryant (1994) recommend using the Team Resolu-
tion Process to handle conflict when it occurs in teams. Conflict
should first be handled on an informal basis between the
individuals involved. This, they say, will allow time for resolu-
tion or self-correction by the individuals. If the conflict remains
unsettled, a mediator can be brought in to help resolve the
situation. If resolution is still not achieved the dispute should
be openly discussed in a team meeting. A formal discipline
process needs to occur, if resolution is not achieved after being
addressed at the team level. The escalating process of  Team
Resolution is as follows:
1. Collaboration (One-on-one): Handle the new problem

person-to-person. Use as many facts as possible and relate
the issue to customer, team, or organizational needs. Be
open and honest and conduct the session in a private
setting. Document the concerns or issues, the dates, and the
resolution, if  any, and have both parties sign it.

2. Mediation (One-on-one with Mediator): If collaboration
did not work or was inappropriate, handle the problem
with a mediator. The mediator must be trained in conflict
resolution, understand policy and ethics, be trusted by the
team, and have the ability to remain neutral. Gather facts
and talk over the issue with the people involved. Bring up
as many facts as possible and relate the issue to customer,
team, or organizational needs. Be open and honest and
conduct the mediation session in private. Document it and
have all parties sign.

3. Team Counseling: The conflict is now a definite issue to the
team. Collaboration and/or Mediation could not be done,
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were not appropriate, or did not work. Handle the conflict
at a team meeting; put the problem on the next agenda and
invite the necessary individuals. Again, bring up the facts,
relate the issue to customer, team, or organizational needs.
Be open and honest, discuss it in a private setting,
document it, and have all parties sign it. Anyone on the
team can put an issue or problem on the team agenda,
however, this step should be used only after Collaboration,
and Mediation has been ruled out.

Because every team is different, disputes that arise will be too.
However, Stulberg (1987) recognizes patterns common to all
controversies. He calls them the Five-P’s of  Conflict Manage-
ment:
1. Perceptions: People associate conflict with negative

responses such as anger, fear, tension, and anxiety. Rarely do
we perceive any benefits from being involved in a dispute.
Our negative perceptions impact our approach in resolving
conflict as we strive to eliminate the source of these negative
feelings.

2. Problems: Anyone can be involved in a conflict, and the
amount of  time, money, and equipment needed for
resolution will vary according to its complexity.

3. Processes: There are different ways to go about resolving
disputes: Suppress the conflict, give in, fight, litigate,
mediate, etc.

4. Principles: We determine the priorities of  all resolution
processes on the basis of an analysis of our fundamental
values regarding efficiency, participation, fairness,
compliance, etc.

5. Practices: Power, self-interest, and unique situations are all
factors relating to why people resolve disputes the way they
do.

Stulberg proposed these patterns as an aid for formal media-
tors, but anyone dealing with conflict can benefit from
understanding the elements common to disagreements.

Negotiation
Although there are common patterns, there is no one best way
to deal with conflict. Disputes arise for different reasons and
every team is unique. Varney (1989) proposes that negotiation is
the most effective response to conflict when both parties stand
to gain something, each has some power, and there is interde-
pendency. Negotiation offers flexibility and viability other
responses, such as Avoidance, Confrontation, and Diffusion
lack. The process of negotiation involves listening to both
sides, seeking out common areas of interest and agreement,
and building on them so that individuals can understand each
other’s points of  view. Varney believes there are four essential
skills team leaders need to learn and apply to effectively resolve
disagreements using the negotiation process:
1. Diagnosis: Recognizing areas of understanding and areas of

differences.
2. Initiation: Bringing the disagreements to the surface.
3. Listening: Hearing not only what the other person is saying,

but the Emotional aspects as well.

4. Problem Solving: A process with numerous steps including
data gathering, Considering its impact, examining
alternatives, identifying solutions, and developing a plan of
action.

In order to resolve their differences, Varney (1989) recommends
bringing the parties together and, with the assistance of a third
party, asking the following questions:
1. What is the problem, as you perceive it?
2. What does the other person do that contributes to the

problem?
3. What do you want or need from the other person?
4. What do you do that contributes to the problem?
5. What first step can you take to resolve the problem?
Each party should be questioned while the other listens, asking
questions only for clarification. Then the parties discuss a
mutual definition and understanding of the problem. They
should be allowed to express their feelings and get hostility out
of their systems at this stage, but both parties must be willing
to admit partial responsibility for the problem. This requires
good listening, low defensiveness, and an ability to stay in
a problem-solving mode. Agreement should be reached on
what steps will be taken to resolve the problem, and should be
put in writing in order to prevent later misunderstandings.
The key to Varney’s negotiation process is exposing the different
positions as early as possible. If conflict is left to simmer and
then erupt into open warfare, it becomes much more difficult to
resolve. Revealing the sources of conflict early on enables people
to understand the facts of the dispute, before emotions get the
upper hand, which may allow them to more easily see their areas
of agreement. When agreement areas are identified,
people can then work toward arriving at a consensus and
develop a process for resolving problems in the future.
Fisher et al. (1995) offers a similar five-step approach to
resolving conflict.
1. Acknowledge that the conflict exists.
2. Gain common ground by putting the conflict in perspective

with the goals and purpose of the team.
3. Seek to understand all angles of the disagreement, keeping

in mind that understanding is different from agreement.
4. Attack the issue, not each other. Channel anger and hostility

into problem solving and action planning.
5. Develop an action plan describing what each person will do

to solve the problem.
This method allows both parties to acknowledge the nature of
the conflict, then jointly work toward resolving it. As with
Varney’s (1989) approach, the key to this process is responding
quickly and effectively when conflict presents itself. Teams are
cautioned to avoid covering up painful issues. Sooner or later,
unresolved issues tend to resurface, often in uglier forms than
before. Along the same lines, teams should not automatically
defer an issue to management, as this disempowers the team.
Instead, they should learn how to handle disputes themselves,
requesting help from management only when their own
attempts at resolution have failed. Fisher et al. (1995) stress that
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team members should be encouraged to voice their concerns in
team meetings rather than outside the team setting, in an
attempt to avoid what they call the AParking Lot Commentary
(p. 212). This happens when team members are afraid to voice
feelings to the team so they begin to talk about team issues in
conversations with individuals. When this occurs it undermines
the trust and integrity of the team.

Sources of Conflict Among Project Teams
Though the recognition that conflict can be productive is not
new (for example, Coser, 1956; Deutsh, 1969), some of the
conflict issues that organizations are dealing with are. For
instance, one study (Kezsbom, 1992) looked at sources of
conflict among project teams and found that the number one
issue developed from goals and priority issues. Previous
literature (Posner, 1986; Thamhain & Wilemon, 1975) pre-
sented the number one source of conflict as being
disagreements over schedules, which ranked at number
seven in Kezsbom’s study. It makes sense that goals and
priority issues have risen on the list as organizations have
evolved into multi-project, streamlined environments. In these
new complex, hybrid organizations, employees often find
themselves serving on a variety of  project teams, being led by a
variety of project mangers while reporting directly to
functional managers. This sets the stage for Kezsbom’s third
conflict category: communication and information flow. When
reporting relationships are complex it becomes more difficult to
share information.
Personality and interpersonal issues, ranked in the number two
category by those in high technology environments, presented
another dramatic change from previous studies. This change
may be related to the increased use of cross-functional, self-
directed teams in which individuals with technical backgrounds
must rely on the work of others to get their own work done.
This specifically illustrates how important it is to provide
training in communication and interpersonal skills to cross-
functional team members, while emphasizing an appreciation
of the value of differences.
Overall, this study provides valuable insights for organizations,
project leaders, and project team members. Because goal and
priority issues frequently change, communication must be
improved. Kezsbom (1992) makes these recommendations:
1. More frequent and effective upward, downward, and team

communications.
2. More frequent meetings and status review sessions to

increase communication between functions and minimize
inconsistent perceptions of project goals and priorities.

3. Increase human relations training and facilitate more active
team-building efforts.

Organizations must be aware that conflict grows from differ-
ences, but so does innovation. If project teams are properly
trained in human relations and team-building skills, production
and quality measures will increase.
No matter what kind of team it is, no method of managing
conflict will work without mutual respect and a willingness to
disagree and resolve disagreements. Donald Weiss, president of
Self-Management Communication, Inc., believes each person

on the team must be willing to take the following four steps
when a team meeting erupts into a storm (Weiss, 1997): listen,
acknowledge, respond, and resolve remaining differences.
1. Listen: To hear what someone else is saying is not the same

as listening. To listen effectively means clearing your mind
of distractions and concentrating not only on the words
but also on nonverbal gestures, which often convey ninety
percent of  what the person is trying to say. When resolving
disagreements, you often have to deal with feelings first.

2. Acknowledge: You can acknowledge people’s positions
without agreeing with them. Show this with statements
like, “I understand that you’re angry,” “If  I understand you,
you think we should”, or “Let’s explore your opinion
further.” You may still disagree with them, but at least they
know you’ve heard them.

3. Respond: You’ve listened and acknowledged what the
other person is saying. Now it is your turn to be heard. If
you’re offering criticism of  your teammate’s ideas, make
sure it’s constructive, and if  you’re disagreeing with them,
be ready to offer an alternative. Be willing, also, to be
questioned or challenged, while avoiding defensiveness
when you answer.

4. Resolve Remaining Differences: Define the real problem
by looking for what’s causing the disagreement. Then
analyze it into its manageable parts. Now you can generate
alternative solutions to the problem and select the
alternative on which everyone can agree.

For individuals to work effectively in teams they must be able to
clearly communicate their ideas, to listen, and be willing to
disagree. Although it is difficult, learning to appreciate each
other’s differences reflects a team’s ability to manage conflict.
When conflict occurs we must not turn our backs and hope it
will go away. Instead, we must learn to tolerate it, even welcome
it, for well-managed conflict can be the source of change and
innovation. As more and more organizations attempt to make
the difficult transition to teams, they must develop and provide
programs for their employees which offer training in conflict
management skills and techniques. I hope the ideas in this
paper can help organizations and their teams begin, or continue,
this challenging task.

Notes:
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Learning Objective
What is organizational culture?

Functions of organizational culture

Drawbacks of organizational culture

What Types of Behavior Does Culture Control?

Levels of Organisational culture

Patterns of  organisational culture

Students  what do you all think Organizational Culture is ?  Can
you all define it in your own way….
In the 1980’s, we saw an increase in the attention paid to
organizational culture as an important determinant of organiza-
tional success.  Many experts began to argue that developing a
strong organizational culture is essential for success.  While the
link between organizational culture and organizational effective-
ness is far from certain, there is no denying that each
organization has a unique social structure and that these social
structures drive much of  the individual behavior observed in
organizations.   We will leave the question of  the relationship
between culture and effectiveness for another discussion.

What is Organizational Culture?
A single definition of organizational culture has proven to be
very elusive.  No one definition of organizational culture has
emerged in the literature.  One of the issues involving culture is
that it is defined both in terms of its causes and effect.  For
example, these are the two ways in which cultures often defined.
1. Outcomes- Defining culture as a manifest pattern of

behavior- Many people use the term culture to describe
patterns of cross individual behavioral consistency For
example, when people say that culture is “The way we do
things around here,” they are defining consistent way is in
which people perform tasks, solve problems, resolve
conflicts, treat customers, and treat employees.

2. Process- Defining culture as a set of mechanisms creating
cross individual behavioral consistency- In this case culture
is defined as the informal values, norms, and beliefs that
control how individuals and groups in an organization
interact with each other and with people outside the
organization.

Both of these approaches are relevant to understanding culture.
It is important to know on what types of behavior culture has
greatest impact (outcomes) and how culture works to control
the behavior of  organizational members. We will address these
two questions later in the module.

Functions of Organizational Culture

1. Behavioral control
2. Encourages stability
3. Provides source of identity

Draw Backs of Culture

1. Barrier to change and improvement
2. Barrier to diversity
3. Barrier to cross departmental and cross organizational

cooperation
4. Barrier to mergers and acquisitions

What Types of Behavior Does Culture Control?
Using the outcome approach, cultures are described in terms of
the following variables:
••••• Innovation versus Stability- The degree to which

organizational members are encouraged to be innovative,
creative and to take risks.

••••• Strategic versus Operational Focus- The degree to which
the members of the management team focus on the long
term big picture versus attention to detail.

••••• Outcome versus Process Orientation- The degree to
which management focuses on outcomes, goals and results
rather than on techniques, processes, or methods used to
achieve these results.

••••• Task Versus Social Focus- The relative emphasis on effect
of decisions on organizational members and relationships
over task accomplishment at all costs

••••• Team versus Individual orientation- The degree to which
work activities are organized around teams rather than
individuals

••••• Customer Focus versus Cost Control- The degree to
which managers and employees are concerned about
customer satisfaction and Service rather than minimizing
costs

••••• Internal verses External Orientation-  The degree to
which the organization focuses on and is adaptive to
changes in its environment.

Cultural Control Mechanisms
How does organizational culture control the behavior of
organizational members?  If consistent behavioral patterns are
the outcomes or products of a culture, what is it that causes
many people to act in a similar manner?  There are four basic
ways in which a culture, or more accurately members of a
reference group representing a culture, creates high levels of
cross individual behavioral consistency.  There are:

• Social Norms
Social norms are the most basic and most obvious of cultural
control mechanisms.  In its basic form, a social norm is simply a
behavioral expectation that people will act in a certain way in
certain situations.  Norms (as opposed to rules) are enforced by
other members of a reference group by the use of social
sanctions.  Norms have been categorized by level.

UNIT 4
ORGANIZATION ISSUESLESSON 19:

ORGANIZATION CULTURE
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A. Peripheral norms are general expectations that make
interactions easier and more pleasant. Because adherence of
these norms is not essential to the functioning of the
group, violation of  these norms general results in mild
social sanctions.

B. Relevant norms encompass behaviors that are important to
group functioning.  Violation of  these norms often results
in non-inclusion in important group functions and
activities

C. Pivotal norms represent behaviors that are essential to
effective group functioning.  Individuals violating these
norms are often subject to expulsion from the group.

• Shared Values
As a cultural control mechanism the keyword in shared values is
shared.  The issue is not whether or not a particular individual’s
behavior can best be explained and/or predicted by his or her
values, but rather how widely is that value shared among
organizational members, and more importantly, how respon-
sible was the organization/culture in developing that value
within the individual.
What is a value?  Any phenomenon that is some degree of
worth to the members of giving groups: The conception of the
desirable that establishes a general direction of action rather
than a specific objective.  Values are the conscious, affective
desires or wants of people that guide their behavior
How are values formed/developed within individuals?  We like
to think that our values are unique to us and an essential part
of who we are.  The critical question here is, how much of our
values are derived from our reference group affiliation?  We find
that for most people, their values are generally consistent with
the values of the reference group in which they were socialized.
There are two kinds of values:
A. Instrumental values represent the “means” an individual

prefers for achieving important “ends.”
B. Terminal values are preferences concerning “ends” to be

achieved.  When an individual can no long answer the
question of

These components of culture have a well – defined linkage with
each other which binds a culture and makes change in any one
of the components difficult. However, change in any one of
these components causes chain reactions amongst others. Their
interrelationship is presented in Fig. 1.1
Culture is a very powerful force at the workplace, which is
consciously and deliberately cultivated and is passed on to the
incoming employees. It reflects the true nature and personality
of an organisation.
There are various myths about organisational culture. Some of
them are presented here along with the counter arguments.
1. Organisational culture is same as organisational

climate : In management literature there is often ambiguity
about the two concepts – organisational culture and
organisational climate. As explained earlier, organisational
culture is a macro phenomenon which refers to the patterns
of beliefs, assumptions, values, and behaviours reflecting
commonality in people working together. However,

organisational climate is a micro phenomenon and reflects
how employees in an organisation feel about the
characteristics and quality of culture like morale, goodwill,
employee relations, job satisfaction, commitment at the
organisational, department or unit level. It refers to the
psychological environment in which behaviour of
organisational members occurs. It is a relatively persistent
set of perceptions held by organisational members about
the organisational culture. Another viewpoint about climate
is that various variables get subsumed under the concept of
climate, whereas has unique indicators like symbols, rites,
myths, and stories.

2. Culture is same as ‘groupthink’ : Since culture refers to
shared assumptions and beliefs, it is likely to cause
confusion. Groupthink refers to group members hiding any
differences in how they feel and think and behave in a
certain way. The phenomenon of  groupthink is mostly
used in a face – to – face situation when dealing with small
groups. Culture, on the other hand, is a much larger
phenomenon characterised by historical myths, symbols,
beliefs, and artifacts.

3. Culture is same as organisation :  Culture is a result of
sustained interaction among people in organisations and
exists commonly in thoughts, feelings, and behaviour of
people. Organisations on the other hand, consist of a set
of expectations and a system of reward and punishment
substained by rules, regulations, and norms of behaviour.

4. Culture is a social structure : Social structures in various
collectives exhibit tangible and specific ways in which people
relate to one another overtly. However, culture operates on a
system of unseen, abstract, and emotionally loaded forms
which guide organisational members to deal with their
physical and social needs.

 
 
 
 
 
 
 
 
 
 
          
          
          
          
          
          
          
          
          
          
          
          
 
 
Fig. 1 Relationship among components of culture 
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Culture : Conceptual Framework

Basic Concepts and Definitions
Culture has been defined differently by various scholars.
According to Kroeber and Kluckholn (1952) culture consists of
patterns, explicit and implicit, of and for behaviour acquired
and transmitted by symbols, constituting the distinctive
achievement of human groups, including their embodiment in
artifacts. The essential core of culture consists of traditional (i.e.,
historically derived and selected) ideas and especially their
attached values. Culture systems may, on the one hand, be
considered as products of action, and as conditioning elements
of future action.
In the words of Hofstede (1980) culture is, “ The collective
programming of the mind which distinguishes the members
of  one human group from another …. The interactive aggre-
gate of  common characteristics that influences a human group’s
response to its environment.” Anthropologist Symington
(1983) has defined culture as, “… that complex whole which
includes knowledge, belief, art, law, morals, customs and
capabilities and habits acquired by a man as a member of
society.”
The Indian perspective of culture given by Sinha (2000)
suggests that “Culture consists of  totality of  assumptions,
beliefs, values, social systems and institutions, physical artifacts
and behaviour of people, reflecting their desire to maintain
continuity as well as to adapt to external demands.”
What these descriptions suggest is a set of  value systems that
are equally shared by all the members. They take a long time to
evolve and are sustained over a long period of time. They form
a common core which binds people together.
Work culture, on the other hand, is a totality of  various levels
of interaction among organisational factors (boundaries, goals,
objectives, technology, managerial practices, material and human
resources, and the constraints) and organismic factors (skills,
knowledge, needs, and expectations) interact among themselves
at various levels. Over a period of time they develop roles,
norms and values focusing work and is called work culture.

Nature of Organisational Culture
The culture of an organisation may reflect in various forms
adopted by the organisation. These could be :
• The physical infrastructure
• Routine behaviour, langauge, ceremonies
• Gender equality, equity in payment
• Dominant values such as quality, efficiency and so on
• Philosophy that guides the organisation’s policies towards it

employees and customers like ‘customer first’ and
‘customer is king’, and the manner in which employees deal
with customers.

Individually none of these connote organisational culture,
however, together, they reflect organisational culture. Although
organisational culture has common properties, it is found that
large organisations have a dominant culture and a number of
sub – cultures. The core values shared by the majority of the
organisational members constitute the dominant culture.
Therefore, whenever one refers to the culture of an organisation

one actually talks about the dominant culture of an
organisation one actually talks about the dominant culture.
Subcultures within an organisation are a set of shared under-
standings among members of one group/department/
geographic operations. For example, the finance department of
an organisation may have a sub – culture which is unique to this
department vis–a–vis other departments. This means that this
department  will not only have the core values of the
organisation’s dominant culture but also some unique values.
If an organisation does not have a dominant culture and is
comprised only of various sub – cultures, its effectiveness
would be difficult to judge and there will be no consistency of
behaviour among departments. Hence, the aspect of common or
shared understanding is an essential component of organisational
culture. Also, organisational culture exists at various levels.

Levels of Organisational Culture
One comes across a number of elements in the organisation
which depict its culture. Organisational culture can be viewed at
three levels based on manifestations of the culture in tangible
and intangible forms. Fig. 1.2 identifies these levels.
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Figure 2: Levels of organisational culture

1. At Level One  the organisational culture can be observed in
the form of physical objects, technology and other visible
forms of behaviour like ceremonies and rituals. Though the
culture would be visible in various forms, it would be only
at the superficial level. For example, people may interact
with one another but what the underlying feelings are or
whether there is understanding among them would require
probing.

2. At Level Two there is greater awareness and internalisation of
cultural values. People in the organisation try solutions of  a
problem in ways which have been tried and tested earlier. If
the group is successful there will be shared perception of
that ‘success’, leading to cognitive changes turning
perception into values and beliefs.

3. Level Three represents a process of conversion. When the
group repeatedly observes that the method that was tried
earlier works most of the time, it becomes the ‘preferred
solution’ and gets converted into underlying assumptions
or dominant value orientation. The conversion process has
both advantages. The advantages are that the dominant
value orientation guides behaviour, however at the same
time it may influence objective and rational thinking.
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These three levels range on a scale of superficial to deeply
embedded. As cultural symbols get converted to shared
assumptions, they move from a superficial level to a real
internationalised level as shown in Figure 1.3.

    Superficial Level

Fig 3  Levels of organisational culture

Patterns of Organisationals Culture

Types of Organizational Culture

Organisational culture can vary in a number of ways. It is these
variances that differentiate one organisation from the others.
Some of the bases of the differentiation are presented below:
1. Strong vs weak culture : Organisational culture can be

labelled as strong or weak based on sharedness of the core
values among organisational members and the degree of
commitment the members have to these core values. The
higher the sharedness and commitment, the stronger the
culture increases the possibility of behaviour consistency
amongst its members, while a weak  culture opens avenues
for each one of the members showing concerns unique to
themselves.

2. Soft vs hard culture :  Soft work culture can emerge in an
organisation where the organisation pursues multiple and
conflicting goals. In a soft culture the employees choose to
pursue a few objectives which serve personal or sectional
interests. A typical example of soft culture can be found in a
number of public sector organisations in India where the
management feels constrained to take action against
employees to maintain high productivity. The culture is
welfare oriented; people are held accountable for their
mistakes but are not rewarded for good performance.
Consequently, the employees consider work to be less
important than personal and social obligations. Sinha
(1990) has presented a case study of a public sector fertilizer
company which was established in an industrially backward
rural area to promote employment generation and industrial
activity. Under pressure from local communities and the
government, the company succumbed to overstaffing,
converting mechanised operations into manual operations,
payment of overtime, and poor discipline. This resulted in
huge financial losses (up to 60 percent of the capital) to the
company.

3. Formal vs informal culture :  The work culture of  an
organisation, to a large extent, is influenced by the formal
components of organisational culture. Roles,
responsibilities, accountability, rules and regulations are

components of formal culture. They set the expectations
that the organisation has from every member and indicates
the consequences if these expectations are not fulfilled.
Table 1.1 presents some of  the components of  formal
culture and their implication for organisations.

4.

Table 1: Formal Components of  Organisational Culture

Informal culture on the other hand has tangible and intangible,
specific and non – specific manifestations of shared values,
beliefs, and assumptions. This part of organisational culture
comprising of artifacts, symbols, ceremonies, rites, and stories
is highlighted in almost all the definitions of organisational
culture. An example of organisational culture at NIIT is
presented below :

Box 1.1

Organisational Culture at NIIT
NIIT was founded in 1981 by two IIT, Delhi graduates,
Rajendra S Pawar and Vijay K Thadani with a vision of meeting
basic requirements for IT talent in a world moving into an
information based economy. They had anticipations about the
unpreparedness of Indian society to cope with the forthcoming
information age and adopted the mission “bringing people and
computers together, successfully”. Initially, NIIT delivered IT
training to a broad spectrum of people – from students seeking
a career in computers to IT professionals requiring advanced
skills; from managers giving their careers an edge, to school
children using computers as a learning too. NIIT’s innovative
offerings demonstrated the company’s ability to constantly
renew itself to anticipate future technology trends. From a
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computer training institute, NIIT has emerged as a global IT
solutions corporation offering knowledge solutions along with
developing software solutions along with developing software
solutions. Headquartered in New Delhi, India, NIIT operated
through 100% subsidiaries in the US, Asia Pacific, Europe, and
Japan and has operations in about 40 countries.
Its mission keeps pace with the developments in the field of IT
is evolved through organisationwide discussions which helps
develop commitment among employees. The organisation
operates with the help of task teams designed for specific
customer requirements for a specific period to carry out the
work. Team culture and openness are emphasised a great deal.
NIIT,s corporate culture focuses on values such as quality,
creativity, and customer satisfaction. The quality culture of  NIIT
has been the result of the sustained efforts of its management
– perpetuated through induction, socialisation, reinforcement,
innovation, and concern for internal and external customers.
The quality culture is ingrained at NIIT in such a way that the
priority is to prevent mistakes rather than rectify them. Also,
quality efforts are backed by results, which are rewarded.
Employees are treated as intellectual capital and are looked after
well. The happy and committed employees ensure customer
satisfaction and this has got them wide acceptance across the
globe. It has got well designed mechanisms for monitoring the
quality for its products, services and or software processes. Most
of  NIIT’s businesses have ISO 9000 certification. The work
culture at NIIT has gone through all the stages of culture
development like symbols, behaviour, organisational values,
attitudes, and shared assumptions, and probably this is the
reason it has been able to sustain it.

Notes:
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Learning Objective
To know and understand the below mentioned topics:
Typologies of Organisational Culture

Functions Of Organisational Culture

Evolution Of Organisational Culture

Sustaining Organisational Culture

Students now that we have got an idea of what organizational
culture is, today let us learn  about the evolution of organiza-
tional culture.
Harrison (1972) and (1991) have given the following four
typologies of organisational culture.
1. Power Culture :  Power culture can be observed in small

organisations and large conglomerates where there is
centralised power. In this culture ‘results’ are the basis of
assessment of effectiveness, sometimes to the satisfaction
of the central authority figure. In this culture ends justify
the means. There are both positive and negative aspects of
this culture. On the positive side, the culture can help an
organisation become strong, dynamic, fast to respond to
external demands. On the flip side, it often leads to staff
dissatisfaction, dependence on the ability and decision –
making of the centralized power figure, dysfunctional
conflict, and power lobbying. Only those members succeed
who have a political bent of mind, power orientation and
manipulative ness, and low need for security. Personal
equation with the centre and control over resources make
people powerful and influential.

2. Role Culture :  Based on logic and rationality, this culture is
often referred to as bureaucracy. Appointment is done on
the basis of the ability of the persons to carry out the
functions satisfactorily. There is security  for employees and
career progressions are predictable. Coordination, however,
takes place at the top. Departments are assigned specific
functional roles and their work is governed by authority,
structure, and a set of procedures. The departments follow
certain mechanisms and rules for decision – making and
resolving conflicts. There are both merits and demerits of
this culture. In role culture, importance is given to
consistency, predictability, and stability, consequently such a
culture contributes to creation of stable environments. But
the drawback is that it makes adaptation to change difficult.
Also, innovations, new ways of  solving problems, and
product and process innovations are discouraged. Such a
culture is slow to respond to competitive pressures.
However, some private sector organisations like IBM,
TISCO, and public sector undertakings and banks have
responded to globalization pressures and have resorted to
voluntary retirement schemes, decentralization,
disinvestment, and downsizing,

3. Task (Project Team) Culture : Task culture is a small team
culture which exists in organisations in the form of
network organisation or project – oriented matrix
organisation. In this culture, power and authority are
distributed to the right people at the appropriate level and
the focus is on performance and results to be achieved.
There is empowerment for decision – making with regard
to the task. The team is formed on the basis of capability
rather than seniority or status. The work in such a culture
involves ambiguity and high risk; and organisational control
is through resource allocation, project budget, target setting,
and monitoring. Most of  the staff  in such a culture are
specialists or technical people. The group works on synergy
and harness members’ expertise in the form of creativity
and efficiency for optimum utilisation of resources to
complete the task efficiently. There is synchronisation of
personal and organisational goals.

4. Personal Culture : As the indicates, the individual is the
focal point, and examples of this culture could be found in
voluntary groups like workers’ cooperative and residents’
associations where a number of individuals decide to form
a group to do their own thing. The culture exists only for
the people concerned and the group does not have any
super – ordinate goals. There may be an office back – up in
the form of  a secretary. This culture is probably the only
form of organisation acceptable to some voluntary groups.
The nature of power is consent which is derived from
expertise and personal influence.

Functions of Organisational Culture
Culture is like a genetic code of an organisation and is signifi-
cant from various perspectives. Indian organisations have
evolved by being culturally embedded. There are organisations
founded by Tata, Godrej, and others who have promoted and
maintained a typical kind of culture over the decades. There are
other organisations, which have evolved from being culturally
embedded through being market driven. The organisations
belonging to this category are Wipro, Ranbaxy, Sundaram
Fasteners, and NIIT who have used organisational culture for
business growth, market capitalization, and market leadership.
It is observed that small organisations draw on organisational
culture and achieve competitive advantage in a niche market.
One can find an example of this in Southwest Airlines in US
which provided cheap air transportation for a number of years.
However, big firms like IBM and Sony have penetrated the
world market through various business strategies and culture
of effective managerial practices. Thus organisational culture
performs the following function :
1. Culture supplements rational management:  Creation of

an appropriate work culture is a time – consuming process.
Therefore, organisation culture cannot suddenly change the
behaviour of people in an organisation. A number of

LESSON 20:
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management tools are used to channelize the behaviour of
people in a desired way. No change can be effectively
brought about without involving people. Culture
communicates to people through symbols, values, physical
settings, and language, and thereby supplementing the
rational management tools such as technology and
structure.

2. Culture facilities induction and socialization :
Induction is a process through which new entrants to an
organisation are socialized and indoctrinated in the
expectation of  the organisation, it’s cultural norms, and
undefined conduct. The newcomer imbibes the culture of
the organisation which may involve changing his/her
attitudes and beliefs to achieving an internalized
commitment to the organisation. Different organisations
follow different practices for induction. Gillette India has a
system of online induction which enables an IT – savvy
newcomer to pick and choose the areas where he/she needs
more detailed information. Bureaucratic organisations,
however, spend considerable time explaining rules and
procedures during induction as following rules is one of
the major requirements of such organisations. Central
government organisations in India have a one – year
probation training – cum – induction involving cultural
training. On the other hand, younger and entrepreneurial
organisations are less formal in their induction process.
Here, the established senior members share with the
newcomers stories of heroes, founders, and charismatic
team leaders with vision.

3. Culture promotes code of conduct : A strong in an
organisation explicitly communicates accepted modes of
behaviour are excepted and others would never be visible.
The presence of a strong culture would be evident where
members share a set of beliefs, values, and assumptions
which would influence their behaviour in an invisible way.
Where culture has been fully assimilated by people they
persistently indulge in a typical bahaviour in a spontaneous
way. Promotion of  the culture of  quality can help achieve
good business results. Rohmetra (2000) conducted a study
of cultural diversity and ethical behaviour. She collected data
from 30 managers of Dogra culture and 35 managers of
Laddakhi culture. Her results showed that Dogra managers
had highest consistency between what they believe and what
they do at work, while the situation was the reverse for
Laddaakhi managers.

4. Subcultures contribute to organisational diversity : Sub
– cultures, and sub – systems of values and assumptions
which may be based on departmentalisation, activity centers,
or geographical locations, provide meaning to the interests
of localised, specific groups of people within the macro
organisation. Sub – cultures can affect the organisation in
many ways : (i) they may perpetuate and strengthen the
existing culture; (ii) they may promote something very
different from those existing; (iii) they may promote a
totally opposite sub – culture (beliefs and values) or counter
culture when in a difficult situation.

Care needs to be exercised when promoting a counter culture as
it may be detrimental to the larger organisational interest.

Evolution of Organization Culture
An organization’s current customs, traditions, and general way
of doing things largely on what it has done before and the
degree of success it had achieved using that mode.
The founders of an organization typically have a major impact
on an organization’s culture particularly during its initial days of
existence. The founder members of the organization start the
organization with a vision of their own. They start every thing
anew and are not bound by previous customs or ideologies as
there is hardly any at that point of time.
More specifically, the process of  culture occurs in three ways.
First, founders only hire and keep employees who think and
feel the way do.
Secondly, they indoctrinate and socialize these employees to
their way of  thinking and feeling.
And finally, the founders’ own behaviour acts as a role model
that encourages employees to identify with them and thereby
internalize their beliefs, values, and assumptions. When the
organization succeeds, the founders’ vision becomes recognized
as the primary determinant of  success. The founder’s entire
personality become embedded in the culture of the organiza-
tion.

Figure 4

Sustaining Organizational Culture
Three important forces play particularly important role in
sustaining a culture. They are:
••••• Selection. Even though he explicit goal of any selection

process is to identify and hire individuals who have the
required level of job related knowledge, skills and abilities,
the often understated part of the selection process is to
check whether there is the possibility of  the candidate’s
acceptance of the organizational values and cultures. That is
why we find a number of  interviews to take place for an
initially shortlisted candidate with organizational members
at different levels.

••••• Top management. The role of  top management has been
discussed in the context of developing a culture. This is
however crucial in sustaining the culture as well. This
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become typically apparent during the changes in
management.

••••• Socialization. This refers to the process that adapts
employees to the organization’s culture. Even when the
organization selects its members carefully, it is always
required to reorient them properly in order to imbibe the
organizational culture.

Notes:
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LESSON 21:
DOMINANT TECHNOCRATIC CULTURE AND SUB SOFT CULTURE

Learning Objective
• To study the research on organizational culture
• Dominant technocratic culture
• Sub soft culture
Dear Students now we shall be studying about the research on
organizational culture:
A frequently asked question which has acquired great significance
with shrinking global distances is ‘do people organize and work
differently from culture to culture?’ A number of studies have
been conducted to answer these and other questions relating to
cultural differences across countries.
Researches undertaken in various countries have ‘revealed
culturally based differences in people’s values, attitudes, and
behaviours. McGregor (1960) has given example of this in his
‘Theory X’ and ‘Theory Y’ which are based on a manager’s
assumptions about employee’s behaviour. Theory X managers
do not trust their subordinates and introduce tight control
systems, which lead to employees’ irresponsible behaviour. On
the other hand, theory Y managers trust the employees, give
more autonomy to their subordinates for overall goals and
tasks without exercising close supervision or tight control. In
such a situation employees find that management trusts them
and they give their best to their work. On seeing the employees’
performance such managers develop a more favourable attitude
toward employees. Similar results have been obtained in Canada
and India (Adler, 1986).
Ouchi (1981) in his book on ‘Theory Z’ highlighted the cultural
differences between American and Japanese cultures. American
organisational culture has specialised in career paths, fast
growth, individualised decision – making, individualised
responsibility, explicit control, and concern for work relationship
with employees. On the contrary, Japanese organisational
culture is characterised by slow promotion, generalised career
paths and job rotation across areas, group decision – making
high degree of  trust, collective responsibility, and concern for
work as well as social aspects of employees.
Hall (1976) has highlighted differences between high – context
and low – context cultures. People belonging to high – context
cultures depend heavily on the external situation and environ-
ment, and use non – verbal clues for exchanging and
interpreting communications. He has cited examples of
languages such as Arabic, Japanese, and Chinese where an
indirect style of communication is valued. However, in low –
context cultures, external environment has low importance,
explicit, direct and “blunt” communication is valued and non –
verbal clues are ignored.
Hofstede (1980) in his study of culture in forty countries, which
was later extended to sixty found significant cultural differences
in work – related attitudes. One lakh sixty thousand employees

from an American multinational corporation (IBM) served as
the sample. The study revealed significant differences in the
attitudes and behaviours of the workforce and managerial staff
belonging to different countries, and these differences persisted
over a period of time. Culture is linked to a collective programming
of the minds of one group as distinct from other groups. He
identified the following four primary dimensions on which
employees and managers differed across cultures.
1. Individualism/Collective :  Individualism is marked by

people focusing on themselves and to some extent, on their
families. Collectivism distinguishes between in – group
(comprising relatives, caste, and organisation) and other
groups. There are nations like the United States with an
individualistic culture and Japan where the will of the group
determines members’ beliefs and behaviours.

2. Power Distance Orientataion :  This dimension refers to
superior – subordinate relationship. The superior is inclined
to increase the inequality of power between himsself and
his subordinates, and the subordinates will endeavour to
decrease that power distance. High power distance countries
found by him are Philippines, Venezuela, and India.

3. Uncertainty Avoidance : Hofstede points at that different
cultures react differently and have varying levels of tolerance
to uncertainty. Based on his study he has classified countries
having high uncertainty avoidance such as Japan and Greece,
and low uncertainty avoidance countries such, as the United
States, Canada, and New Zealand.

4. Masculinity/Femininty :  Masculinity has been defined as
the extent to which the dominant values in society
emphasise relationships among people, concern for others,
and overall quality of life. Japan and Australia were found
to be highly masculine, the Scandinavian countries as most
feminine, and the United States as slightly masculine.

Sondergaard (1994) has reviewed 61 researches replicating
Hofstede’s method and has reported that the four above –
mentioned dimensions have been “largely confirmed”.
Trompennar (1996), based on his research on 8841 informants
from business organisations in 43 countries, has confirmed two
dimensions – individualism/collectivism and power distance –
which had been identified by Hofstede.
A number of studies have been done to study the relationship
between firm size organisational effectiveness and culture. Large
firms promote inertia and complacency (Hannandand and
Freeman, 1984), resistance to adaptation (Aldrich and Auster,
1986), and aversion to risk (Hittet al, 1990). Connell (2001)
studied the influence of firm size on organisational culture and
employee morale in six Australian workplaces and found that
the organisation size affected a number of variables. Small firms
were found to have a positive culutre, high employee morale,
consultative management style, and organisational effectiveness.
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In the Indian context, a study conducted by Sinha (1990) and
his colleagues is of great significance. They studied 28 medium
size organisations from the public and private sectors in Bihar.
The study revealed that in a soft work values are displaced by
non – work values and thereby the organisation becomes
ineffective. On the contrary in private organisations the work
remains the prime concern of all the stakeholders. However, the
centrality of work in private organisations is based on vested
interests, lacking ethics and concern for others. Assumptions,
beliefs, and value of  owners, managers, supervisors, and
workers showed significant variations. Owners believed in
profit maximisations at any cost, managers and supervisors
subscribed to the owners’ beliefs, and workers felt that hard
work was important, but also felt that the owners must play the
role of mai – baba (parents).
Virmani and Guptan (1991) have reported anomalies between
the Western managerial systems, structures, and principles of
management adopted by most of the public sector
organisations in India and the traditional values and life styles
of Indians. Neither could the organisations function the way
these were envisaged to do, nor could the people adjust to the
demands of the western type of organisations.
A study of Organisation Culture and Climate at ONGC
undertaken by Sharma (2000) reveals that the organisation has a
dominant technocratic culture and soft sub – culture in a
number of business groups (now called asset based structures).
The work culture as percieved by a sample of 260 executives
representing various functions from all over India has been
summarised in Table 1.2.
Table 1.2   Perception of  work culture by ONGC executives

Dominant technocratic culture 
 

Soft sub-culture 

High technical know how Emphasis on adherence to procedures 
rather than achievements 
Paucity of latest technology 

Strong infrastructure  Many hierarchical levels 
Lack of cost consciousness 
Lack of accountability 

Availability of seismic & geological 
data base 

Gap in plan and implementation 

Communication network Undesirable union/pressure group 
activities 

Monopolistic presence Lack of worth ethics 
Potential for diversification Promotion on seniority rather than 

performance 
Potential for onshore & offshore 
consultancy 

Lack of job enrichment 

Highly skilled and trained 
manpower 

Aging workforce 

Loyal workforce Lack of empowerment 
Long & rich experience in oil 
exploration 

Lengthy process, long lead time for 
material procurement 
Unequal workload 

Research and Development facilities Lack of coordination 

A study of Organisation Culture and Climate at ONGC
undertaken by Sharma (2000) reveals that the organisation has a
dominant technocratic culture and soft sub – culture in a
number of business groups (now called asset based structures).

The work culture as percieved by a sample of 260 executives
representing various functions from all over India has been
summarised in Table 1.2.
Table 1.2   Perception of  work culture by ONGC executives
In addition to culture, a study on organisational climate was
also undertaken by Sharma (2000) on a representative sample of
85 middle – level managers representing various functions from
the entire country. The study sought their responses on 16
parameters of climate – Orientation, Quality of work life,
Leadership, Management of  change, empowerment, Problem –
solving and decision – making, Conflict management, Creativity
and innovation, Communication, Image, Customer service,
Role efficacy, Goal setting, appraisal and counselling, Career
planning, Training and reward. The study yielded an average to
fair climate on all 16 variables of the organisations’ climate.
Comparatively low scores were obtained on such parameters as
management of change, communication, corporate image,
empowerment, creativity and innovation, career planning,
reward and customer service.
As organisational climate affects organisational culture, the
authorities of ONGC initiated steps for the creation of an
appropriate work culture for competitive advantage through
training and human resource development. It had undergone a
major restructuring exercise about 2 years ago with the help of
an international consultant and had introduced organisational
transformation project (OTP) in the Neelam offshore field and
the Western onshore region. As expected, the response was
slow and there was covert resistance and fear among employees
in the organisation. Officers from some other regions exhibited
jealousy against those who, due to the project, came into the
limelight. The chairman, Mr. Subir Raha, has taken drastic steps
for bringing about structural and cultural changes ever, since
2001. The board has been overhauled, the portfolios of
directors have been changed, and business managers have been
redesignated as Asset Managers. The project has been renamed
as Corporate Rejuvination campaign to infuse life and dyna-
mism. The restructuring has been done with rationality which
has resulted in reducing the levels of  decision – making.

N o t e s
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LESSON 22:
ORGANISATION CULTURE AND EFFECTIVENESS

Learning Objective
• To learn and understand the below mentioned points:
• Organisation Culture and National Culture
• Emerging Trends in Organisational Culture
• Business Process Reengineering and Organisational Culture
• Levels of Culture
• Types of  Culture
• Functions of Culture
• Creating and sustaining Culture
• How employees learn culture

I n t e r a c t i o n
Students today  we shall learn about the organization culture
and  its effectiveness.
Does a certain pattern of culture lead to more effective perfor-
mance? This question has interested a number of reseachers
and they have tried to identify the cultural components that lead
to high productivity and satisfaction. Srivastava (2001) collected
data on 150 executives from 6 private sector organisations
through structured interviews. Using average as a cut off  point,
4 and 2 organisations were classified as having strong and weak
cultures respectively. Organisations with a strong culture as
compared to those with a weak culture showed better sales,
reserves, and profit after tax for the last three years.
In another study, Tripathi et al (2000) collected data on 200
middle – level executives from to public and private sector
organisations. They filled up questionnaires for measuring
organisational culture and organisational commitment. Their
results show that a participative organisational culture correlated
significantly involvement, while a manipulative organisational
culture resulted more in loyalty with individuals.
Sectoral differences in the cultures of public and private
organisations also make a difference. They differed in terms of
collaboration, creativity, adoptability, code of  conduct, customer
care, cultural nurturing, role clarity, and unity in diversity. Private
sector managers scored significantly higher on these dimensions
as compared to their counter parts in the public sector
(Koteswara Rao and Srinivasan, 2001).

Organisation culture and national
c u l t u r e
Organisation culture is receiving considerable attention from
researchers and managers alike who consider it to be a socialising
and creator of organisational climate. They assume that
organisational culture can override national culture and in a
multinational organisation, people belonging to different
cultures can assimilate. The findings of Hofstede (1980) of a
multinational organisation operating in forty countries proves
that only 50 percent of the difference in employees’ attitudes
and behaviour can be explained by the national culture of the

employees, but its contribution in explaining their behaviour is
much more than their organisational role, race, gender or age.
Laurent (1983) conducted research on organisational culture in a
multinational corporation which had subsidaries in 10 coun-
tries. He repeated his study to find out if employees working
for the same multinational corporation would have greater
similarities than their colleagues employed domestically
(nationally). He found that employees belonging to one culture
not only maintained their cultural differences but also enhanced
them. Interestingly, differences among managers of  ten
different countries working in the same multinational corpora-
tion were higher than those of managers belonging to ten
different countries and working in their native countries.
In order to validate his results, Laurent replicated his research in
two more multinational corporations operating in the same
nine Western European countries and the United States. The
results obtained were the same as in the earlier study. His results
show that organisational culture does not diminish the
influence of national culture, rather it accentuates the differences
in national culture when people belonging to different nation-
alities work in one organisation. Hofstede et al (1990) in their
study of 20 different organisations in Denmark and Nether-
lands found that organisational culture explains the
considerable variance in the values held by the employees.

Emerging Trends in Organisational
C u l t u r e
Cultural diversity is a part of organisational life. In the present
business environment it cannot be ignored. The question arises
‘how to manage it?’ When a manager focuses attention on
cultural differences, it causes problems as it is often confused
with evaluation of a culture. Judging organisational members,
clients, and others based on cultural differences can result in
offensive, inappropriate, ethnocentric, sexist, or racist attitude
and behaviour. But if the culture differences are recognised with
a view to managing them, it would minimise the problems and
maximise the advantages of  cultural diversity. Culture diversity
can be managed effectively by developing synergy among
members to function as teams. This can be done by forming
groups with members of diverse cultures and providing them
with structured learning experience and adequate training. Some
of  the emerging trends  in recent times are discussed below.

Business Process Reengineering and
Organisational Culture
A number of companies during the 1990s have gone through a
process called ‘business process reengineering’ (BPR), to
dramatically improve their effeciency, performance, and custom-
ers satisfaction. According to Hammer and Champy (1993) who
have popularized this concept, “reengineering is the fundamen-
tal rethinking and radical redesign of business process to achieve
dramatic improvements in critical, contemporary measures of
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performance such as cost, quality, service and speed.” Thus BPR
involves changing policies, control systems and technologies,
business practices along with a creative destruction of old ways
of  thinking and operating. Many organisations use Mckinsey’s
organisational model where BPR impacts six out of the seven
dimensions for organisational changes as explained in Fig. 4.

 Strategy  

Structure  Systems  

Shared Values 

Staff  Skills  

Style  

Fig.4: McKinsey’s seven S diagram (Henley, 1991).
An example: Cultural change at Chrysler (1994)
Many companies have turned themselves around, converting
imminent bankruptcy into prosperity. Some did it through
financial gimmickry, but the ones who have become stars did it
by changing their own culture.
Few remember that companies like British Air or Volvo once
had a poor reputation. That’s a credit to their drastic changes in
customer (and employee) satisfaction, quality, and profits.
The underlying causes of many companies’ problems are not in
the structure, CEO, or staff; they are in the social structure and
culture. Because people working in different cultures act and
perform differently, changing the culture can allow everyone to
perform more effectively and constructively. This applies to
colleges and schools as much as it applies to businesses.
In the early 1990s, Chrysler had terrible customer service and
press relations, with a history of innovation but a present of
outdated products. Its market share was falling, and its fixed
costs and losses were high. Bob Lutz, then the president,
wanted Chrysler to become the technology and quality leader in
cars and trucks — a clear, globally applicable vision. A program
of cultural change, Customer One, was built around it.
It is also worth noting that quite a bit of the change in culture
came from AMC, a much smaller company acquired from
Renault. AMC executives and engineers brought the “do more
with less,” cross-functional methods they had at the unfortu-
nate smaller automaker. These ideas and values were to play a
major role in Chrysler’s revival; two vehicles designed largely by
AMC people with AMC methods were the 1993 Dodge Ram
and 1995 Dodge Neon, both runaway successes (though the
Neon would be handicapped by executive-ordered “cost saving”
moves).

The results were impressive: overhead was cut by $4.2 billion in
under four years, the stock price has quadrupled, and the
company reversed its slide into bankruptcy and became
profitable. A completely new and competitive line of cars or
trucks has appeared each year since. New engines produce more
fuel economy and power as new cars provide more comfort,
performance, and space. They did this with the same people,
but working in different ways.
It is important to note now, with hindsight, that the problem
with this cultural change program - which afflicts far too many
cultural changes - is that it can easily be sabotaged by new
management. Chrysler’s many gains were lost when the
company was acquired by Daimler-Benz, forming
DaimlerChrysler and instigating years of poor morale and
financial performance. Still, this proves the importance of
culture even more - for that is the main thing that changed in
1998.

Involvement of People
When Chrysler was entering its final “golden age,” in four years,
4,600 ideas were solicited from suppliers; 60% were used, saving
over $235 million. Customers were also called in during
“virtually every stage” of the development of new models, to
provide suggestions (rather than just ratings of  what they
liked). One designer was sent to photograph the interiors of
about 200 pickups, to see where cups, maps, etc. were being
stored, so they could tailor the interior of the new trucks to the
needs of the drivers. Chrysler has also been listening to
customers who write to the company; the designers even
respond to some letters by phone.
Rather than have a small number of people control new
products, Jeep/Truck product manager Jeff  Trimmer said
planners were “speaking out for customer wants and needs in
the initial stages...and working along with each of the various
functional groups...The role becomes more advisory.” Everyone
who would be involved participated to “harness the best ideas
and creativity.”
Even the assembly line workers were included; with the new
Ram trucks, they were working with engineers six months
before production started. Mechanics were consulted early, to
help prepare the cars and trucks for real-life maintenance.
Product teams followed vehicles through their development to
identify systems and process issues. “Today, we feel we have a
lot more facts, and more of a groundswell of information that
comes from groups of  people who know exactly what we’re
trying to do,” reported Robert Johnson of  Dodge Trucks.

Agreeing on Objectives
One change which helps to keep projects pure is setting down
objectives clearly, at the beginning. Core objectives were agreed
on at the beginning by all parties; because “Everybody agrees up
front and we stick to the plan,” (Bernard Robertson, Jeep/
Truck team), there were no last-minute changes in focus, which
can result in expensive disasters (such as the Corvair, Vega, and
Fiero). Because everyone was involved in setting goals, they
took responsibility for living up to them.
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L e a r n i n g
Changes in the way cars were made began with help from AMC,
which had operated with a far smaller staff than most
automakers. Bob Lutz and former AMC engineering chief
Francois Castaing reorganized their departments into AMC-
style teams.
Since then, Chrysler changed its teams by learning from its
achievements and mistakes.
“We do a ‘what went right, what went wrong’ analysis at
various points, and we transmit this information to the other
platforms,” said James Sorenson of  the Jeep/Truck Team.
Pilot vehicles in the new Ram program - which would triple
Chrysler’s market share despite a price premium - were ready 13
months ahead of time. The number of improvements made
each year increased dramatically each year as learning spread.

Emphasis of Quality
Most people like building a quality product. It’s natural to want
one’s labors to produce something of  quality and beauty. That
might be one reason why workers tend to support quality
efforts, if they see them as being sincere.
Chrysler’s steps to improve quality started with calling in
customers, suppliers, mechanics, and assembly line workers
early in the design process. They continued by surveying all
customers and basing dealer incentives on quality and support.
The dealership rating process was improved at various points.
Complaints were followed through, and negative surveys were
returned to dealers for resolution (however, many dealers do
not follow through on this valuable feedback). In the end, the
Five Star process was implemented because other dealer quality
efforts had failed; cultural change is very challenging when you’re
dealing with a large number of geographically diversed,
independently owned companies.
The strategy did not call for quality to be the number one
objective from day one; first, the company had to overcome its
reputation, newly gained, for lack of product innovation. The
Viper, Intrepid, Ram, and Neon did this quite well. The first
vehicle to have quality as its primary design goal was the 1996
Grand Cherokee. This theme has carried forward to the present;
the clearest example is the 2000 Neon, where nearly every change
was aimed at increasing reliability and perceived quality.
It is still worth noting that even the original 1995 Neon was a
far higher quality car than its predecessors, if you take away three
poor decisions: using lower-cost exhaust couplings, lower-cost
head gaskets, and in-house-designed frameless windows. The
first two decisions were reportedly made directly by Bob Eaton,
overruling quality-minded engineers. Without the head gasket
and window problems, the Neon would probably have a far
greater reputation for quality - and far greater sales. Even with
them, and the warranty work they caused, they still were
profitable.
The best examples of the quality emphasis are probably the
Chrysler PT Cruiser and Jeep Liberty; both have consistently
appeared at or near the top of the quality charts, beating many
Japanese competitors.

P i t f a l l s
Cultural change is neither easy nor foolproof. It can take time -
at least one year, more likely between three and six years - and it
takes effort and vigilance. A great deal of patience and long-term
support is needed.
Communication may be key, as small successes are used to
support larger efforts. Sometimes, it is necessary to start
changing small parts of an organization first, later expanding
efforts. Chrysler did this by starting with their engineering
teams and moving on to other areas.
The proponents of change must carefully model the behavior
they want to see in others. If they do not send a consistent
message and keep that message clear and dominant over time,
cultural change may be seen as just another fad.
Frequently, change becomes harder when the organization starts
to turn around. At Chrysler, the pace of change dropped off
dramatically when profits started to appear regularly, and Bob
Eaton began to fatten middle management again, adding layers
between line workers and decision makers. Complacency is an
ever-present danger when changes start to take effect.
The example of Chrysler also shows that cultural change,
though powerful, is always subject to the whims of senior
leaders. In the late 1990s, Chrysler CEO Robert Eaton chose to
sell the company to Daimler-Benz (at an immense personal
profit). Strong leaders dropped away or were asked to resign,
and Chrysler reverted to “old-style” behavior: massive, simple
cost-cutting, lack of clear and honest communication, and
concentrating on short-term fixes rather than more constructive
long-term investments.
There is a great deal of literature on cultural change, but
successful efforts generally involve the services of  an experienced
consultant to provide some guidance and unbiased feedback.
As the Chrysler example shows, vigilance by the senior leaders
and process owners is also required over the long term.

Applying Cultural Changes to your
O r g a n i z a t i o n
Cultural changes take time, and the process may be bumpy.
Some people get used to it quickly, and other people take more
time. Cultural changes may take a long time in a larger business.
At Chrysler, they started with engineering, moved on to
customer service, down to the dealers, and so on. This made
for some strange experiences for those who dealt with the
company during the transitional times. Certainly, many in the
press wondered why Chrysler, in the midst of heavy losses, was
spending billions on new buildings and research. Their answer
did not come until years later, when Chrysler regained its
billions and a few extra as well.
Rensis Likert suggested that major changes could take two or
three years before the results showed. The lag time may be
shorter if your commitment to the program is deep and shows
clearly; if your vision of what your business should look like is
clear; and if all of your actions are consistent with this vision.
For example, at advertising giant Ogilvy & Mather, posters and
cards are issued to each employee with clear, colloquial state-
ments on “how we do business” (signed by David Ogilvy). At
Chrysler, the pace of change was slowed by structural problems
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(e.g., dealerships are independently owned) and by the jaded
viewpoints of many industry insiders. Another problem has
been the onset of  complacency, as winning products, record
profits, and high sales erased the “emergency” atmosphere that
contributed to the speed of change.
While simple cost-cutting may show faster results, the profits
don’t stay for long. The cost-cutting programs of  Roger Smith
and Richard Stempel resulted in the biggest losses in GM’s
history, while the cultural change programs of  Chrysler stopped
the company’s losses and increased its market share for the first
time in years. Chrysler’s own cost-cutting after the takeover
resulted in problems getting new products developed and
produced, and do not appear to have helped profits, since sales
also fell. You can’t make a tree grow larger by cutting the roots.
Cultural changes must often be spearheaded by one or two
people with strong ideas. This may be the head of the business,
a consultant, or a designated executive or team. The best results
seem to be achieved when there is a firm commitment from the
top, which is communicated directly to each and every person in
the business.
The accessibility of top people is a powerful incentive for
workers to feel that they are part of  the company. Often, if
workers know they can walk into the president’s or owner’s
office and be greeted with their attention and respect, they will
work much harder to make that vision a reality. This one step
may help to save a great deal of  money, as workers may feel
more free to bring in suggestions, and the executive may be
more likely to try it out...sometimes with quite surprising
results. (3M’s successful Scotch tape and Post-It notes were the
result of  worker suggestions).
Before planning a cultural change, it may help to study compa-
nies with successful cultures, such as 3M, Ben & Jerry’s,
Wal-Mart, or Chrysler, to find out how they became and stay
successful, deal with failures and successes, and keep their
fingers on their customers’ and employees’ pulses. In Search of
Excellence (Harper & Row) describes a number of companies
with successful cultures (though some have declined, which, if
nothing else, shows the need for vigilance). Many consultants,
such as Rensis Likert, Warner Burke, David Nadler, and Chris
Argyris, have also written about their experiences.
The power of cultural change is strong — strong enough to
turn an aging dinosaur into a state-of-the-art profit-maker. It
may do wonders in your business or institution, as well.
Points to remember

ORGANIZATIONAL 
ISSUES

DEFINITION

• A SYSTEM OF SHARED 
MEANING HELD BY 
MEMBERS THAT 
DISTINGUISHES THE 
ORGANIZATION FROM 
OTHER ORGANIZATIONS
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LEVELS OF CULTURE

• LEVEL I : ARTIFACTS (PHYSICAL  SPACE, 
LAYOUT, TECHNICAL OUTPUT, SPOKEN 
LANGUAGE ETC.)

• LEVEL II : VALUES (SHARED BY THE 
MAJORITY REGARDING HOW TO DEAL 
WITH PROBLEMS)

• LEVEL III : BASIC UNDERLYING 
ASSUMPTIONS ( THINGS TAKEN FOR 
GRANTED)

TYPES OF CULTURE

• DOMINANT CULTURE : CORE VALUES 
THAT ARE SHARED BY THE 
MAJORITY OF THE 
ORGANIZATIONAL MEMBERS

• STRONG CULTURE : 
ORGANIZATION’S CORE VALUES 
INTENSELY HELD AND WIDELY 
SHARED 

FUNCTIONS OF CULTURE

• BOUNDARY DEFINING ROLE

• CONVEYS SENSE OF IDENTITY

• GENERATION OF COMMITMENT

• ENHANCES SOCIAL SYSTEM STABILITY

• CONTROL MECHANISM FOR GUIDING 
AND SHAPING THE ATTITUDES OF 
ORGANIZATIONAL MEMBERS

CREATING AND 
SUSTAINING CULTURE

IT STARTS WITH FOUNDER MEMBERS.
WAYS TO KEEP A CULTURE ALIVE

• SELECTION
• TOP MANAGEMENT
• SOCIALIZATION
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HOW EMPLOYEES LEARN 
CULTURE

•RITUALS
•MATERIAL 
SYMBOLS

•LANGUAGE

ORGANIZATIONAL 
CULTURE Vs 

NATIONAL CULTURE

N o t e s
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LESSON 23:
TUTORIAL EXERCISES

Learning Objective
• Review Questions
• Review Statements
• Case Analysis

1. Review Questions
1. Describe institutionalization and its relationship to

organizational culture
2. Define the common characteristics making up

organizational culture
3. Contrast strong and weak cultures
4. Identify the functional and dysfunctional effects of

organizational culture on people and the organization
5. Explain the factors determining an organization’s culture
6. List the factors that maintain an organization’s culture
7. Clarify how culture is transmitted to employees
8. Outline the various socialization alternatives available to

management

2. Review Statements
     State the below mentioned as True or False:
1. One of the important changes in the viewing of

organizations that has taken place since the 1980s is the
realization that organizations have personalities, just like
people.
TRUE
FALSE

2.  In an organization, the degree to which management focuses
on outcomes, rather than techniques and processes used to
achieve the outcomes, is the organization’s outcome
orientation.
TRUE
FALSE

3.  An organization’s subculture expresses the core values of  the
majority of  the organization’s members, excluding senior
management.
TRUE
FALSE

4.  A strong corporate culture has a number of benefits for a
firm, including the reduction of employee turnover, and an
internal climate of high behavioral control.
TRUE
FALSE

5.  The boundary-defining role of  organizational culture serves
as the control mechanism that guides and shapes employee
attitudes. It is the “sense-making” function.

TRUE
FALSE

6.  When an organization has a strong culture, that
organizational culture can act as a barrier to diversity within
the organization.
TRUE
FALSE

7.   The primary cause of many of the failed mergers and
acquisitions of  the 1990’s was conflicting organizational
culture.
TRUE
FALSE

8.  The primary shaper of  an organization’s culture is the
business environment in which the organization operates.
TRUE
FALSE

9.  The actions of top management have little influence on an
organization’s culture, due to the extensive nature of
subcultures within any given organization.
TRUE
FALSE

10. An individual going through socialization in an
organization confronts the dichotomy between his/her
expectations and those of the organization in the encounter
stage.
TRUE
FALSE

11.  Joan is a new employee of  We ‘R Smarter. In her
socialization process she is separated from the current work
situation and her role in the organization is clearly defined
by the orientation process she goes through. Joan’s
experience shows that this company has a highly informal
and collective socialization process.
TRUE
FALSE

12. Tomas’ Shoes is a manufacturer of  an exclusive line of
men’s shoes. All new employees who successfully complete
their probationary period receive two pairs of shoes of their
choice in an elaborate ceremony, to emphasize the quality
and commitment expected by the company. This act is an
example of the use of stories to teach employees the
company’s culture.
TRUE
FALSE

13.  When Mary was promoted to VP, she was moved from her
cubicle to a corner office on the tenth floor overlooking a
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park with a lake. This is an example of a ritual reinforcing
her company’s organizational culture.
TRUE
FALSE

14. An organizational culture that is low on sociability and low
on solidarity exemplifies a fragmented culture.
TRUE
FALSE

15. Nancy’s company’s culture is one in which both friendship
and performance are valued. People feel that they belong
but there is a ruthless drive for goal achievement. Her
company’s culture is an example of  a communal culture.
TRUE
FALSE

Multiple Choice
1.  If the failures of Mitsubishi corporation could be

summarized into one primary cause, that cause would be:
1. poor pricing strategies and a weak marketing effort.
2. a failure in the new employee selection process and

their socialization.
3. an inability to change their corporate culture to match

the competitive environment.
4. the failure of management to convey the change

message to rank and file employees in a way the
employees would believe it.

2.  When an organization becomes its own entity, it takes on a
life of its own, apart from its founders or any prominent
members, then we say the firm has experienced:
1. a fragmented culture.
2. institutionalization.
3. socialization.
4. alienation.

3.  An organization’s culture is defined by several primary
characteristics. That characteristic demonstrated by activities
that emphasize maintaining the status quo versus growing
exemplifies which primary characteristic?
1. attention to detail
2. outcome orientation
3. people orientation
4. stability

4.  __________ focuses on how employees perceive their
organization’s culture, not whether they like it or not.
1. Organizational culture
2. Job satisfaction
3. Socialization
4. Core values

5.  Tanya is looking for a job. She has two interviews next week,
both with companies she would like to work for. If  Tanya
wanted to assess or “read” each company’s culture while on-
site for her interview, she should:

1. note with whom she interviews and who the company
lets her meet.

2. she should pay attention to material symbols in the
headquarters.

3. ask questions of the people with whom she meets.
4. do all of these things.

6.  Which of the following is true regarding organizational
culture?
1. Companies with strong dominant cultures do not

tend to have subcultures.
2. A firm’s core values are not accepted or expressed by its

subcultures, which leads to organizational conflict.
3. Subcultures retain the firm’s core values but modify

them to reflect the separate unit’s issues.
4. Subcultures tend to form only in fragmented or

mercenary organizational cultures.
7.  A strong corporate culture can serve as a substitute

for__________ in terms of company structure.
1. technology
2. formalization
3. national culture
4. vertical communication

8.  Which of the following is true about organizational culture
today?

1. It is declining in importance due to the increasing use of
technology and matrix organizational structure.

2. It is increasing in importance due to flatter structures, wider
spans of control, and empowering of employees.

3. It is neither increasing nor decreasing in importance, it is
simply studied more.

4. It is relatively unimportant in mechanistic organizations but
critically important in organic ones.

9.  In the opening case about the decline of Mitsubishi Motors,
we see that the firm’s organizational culture was a liability in
terms of it being a barrier to:
1. diversity.
2. merger and acquisition.
3. change.
4. none of these.

10. An organization’s culture is created by:
1. the hiring and keeping of employees who fit in.
2. indoctrinating and socializing new employees to think

in a particular way.
3. the role model set by the founders’ own behavior.
4. all of these.

11. The __________ is one key way a company maintains its
culture through the identification and hiring of individuals
who have the knowledge, skills, and abilities to be
successful.
1. role model of top management
2. selection process
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3. metamorphosis
4. reward and compensation system

12.  When a firm uses role models to train and encourage new
employees, places the employee directly into his/her job,
and does not move the employee on to the next stage of
orientation until “he/she is ready,” the firm’s socialization
options may be described as:
1. formal, individualistic, and random.
2. serial, informal, and variable.
3. fixed, collective, and investiture.
4. none of the above.

13. At a highly aggressive financial services firm, managers talk
about “drop dead” dates, their shop “blowing up,” and “let
us succeed or let none of us come back.” This behavior is
an example of the use of __________ to express company
culture.
1. material symbols
2. rituals
3. stories
4. language

14.  Similar to contingency management theory, organizational
personality can be framed in terms of social and task
orientation. A firm that views employees as family members
and friends, shares information openly, but tolerates poor
performance and political cliques, has a __________ type
of organizational culture.
1. networked
2. mercenary
3. fragmented
4. communal

3. Case Analysis
Metropolitan hospital was built two years ago and currently has
a work force of 235 people. The hospital is small, but because it
is new, it is extremely efficient. The board has voted to increase
its capacity from 60 to 190 beds. By this time next year, the
hospital will be over three times as large as it is now in terms of
both beds and personnel.
The administrator, Clara Hawkins feels that the major problem
with this proposed increase is that the hospital will loose its
efficiency. “ I want to hire people who are just like our current
team of personnel – hardworking, dedicated, talented, and able
to interact well with patients. If we triple the number of
employees, I don’t see how it will be possible to maintain our
quality patient care. We are going  to lose our family atmo-
sphere. We will be inundated with mediocrity and we’ll end up
being like every other institution in the local area – large and
uncaring!”.
The chairman of the board is also concerned about the effect of
hiring such a large number of employees. However, he believes
that Clara is overreacting. “It can’t be that hard to find people
who are like our current staff. There must be a  lot of people
out there who are just as good. What  you need to do is
develop a plan of action that will allow you who just as good.

What you need to do is develop a plan of action that will allow
you to carefully screen those who will fit into your current
organizational culture and those who will not. It’s not going to
be as difficult  as you believe. Trust me everything will work out
just fine.”
As a result of  chairman’s  comments, Clara has decided that the
most effective way of dealing with the situation is to develop a
plan of action. She intends to meet with her administrative
group and determine the best way of screening incoming
candidates and then helping those who are hired to become
socialized in terms of  the hospital’s culture. Clara has called a
meeting for the day after tomorrow. At that time she intends to
discus her ideas, get suggestions from her people, and then
formulate a plan of  action. “ We’ve come too far to lose4 it all
now,” she told her administrative staff  assistant. “ If  we keep
our wits about us, I think we can continue to keep Metropoli-
tan as the showcase hospital in this region.”
Q) How can Clara ensure that those who are hired come to
accept the core cultural values of the hospital? What steps
would you recommend?

A Culture of Endurance
LEAD STORY-DATELINE: The Plain Dealer, December 31,
2001.
“Men wanted for hazardous journey. Small wages. Bitter cold.
Long months of complete darkness. Constant danger. Safe
return doubtful. Honor and recognition in case of success.
Signed, Ernest Shackleton.”
Quite an invitation, don’t you think? Yet with exactly those
words, the explorer Ernest Shackleton attracted 27 other
adventurers to sail with him to Antarctica in 1914. A recent
documentary film entitled “The Endurance: Shackleton’s
Legendary Antarctic Expedition” is a chronicle of the truly
harrowing adventures the crew experienced. The expedition
faced extraordinary obstacles from Mother Nature. Their ship
was locked in place by ice for months, then crushed, then they
had to row across more than 200 miles of open sea to one
island, then a small group had to row across more than 800
miles of open sea to another island for rescue, and then climb
and then descend a steep mountain range to reach a remote
whaling station. Yet in more than two years of  travel and
hardship in the most extreme weather conditions, not a single
man was lost. All of the evidence points to the leadership
qualities of Shackleton himself, and especially to the culture of
tenacity and vigor that he promoted among his crew. In the last
few years, a book by Caroline Alexander and an exhibit at the
American Museum of Natural History have exposed Shackleton
to new generations. In late 2001, the documentary movie was
issued commercially.
The opening image of the documentary seems out of place—it
is not Castle Rock, or New Line, or Miramax, or any other well-
known film company whose logo appears ... instead, it is
Morgan Stanley, the Wall Street investment bank, that the
audience sees on the first screen. This unorthodox pairing of
Hollywood and Wall Street comes from a desire on the part of
Morgan Stanley to align the firm’s culture with the values of
staying power and mutual support exhibited by the crew of the
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Endurance. In late 2001, a culture of endurance became
especially meaningful to Morgan Stanley; 3,700 of its employees
worked in the World Trade Center, unfortunately six of  them
perished on September 11. Quite understandably, the firm
regards the amount of  survivors as a miracle.
For so many companies who were directly affected by the World
Trade Center’s destruction, regrouping and reorganizing have
been agonizing tasks, involving memorials for lost co-workers
and serious problems caused by the loss of organizational
knowledge and memory. Morgan Stanley funded the film,
produced by independent film company Cowboy Pictures, and
have used it to build up morale within the company.

Talking it over and thinking it through!
Morgan Stanley sees the experience of  Shackleton’s crew as a
metaphor for mutual support and survival under difficult
circumstances. Can this apply equally well to other companies?
What are some ways that a company like Morgan Stanley can
disseminate to their employees the values of shared sacrifice and
esprit de corps that are exemplified by the film?
Corporate culture is (in part) a matter of what leaders pay
attention to and the models that they set for behavior. It
appears that Morgan Stanley’s leaders are trying to model
themselves after Shackleton, and to encourage managers in the
firm to do the same. In your opinion, are these uses of the film
likely to be sustainable for a long time?

Thinking about the future!
This story brings up a number of interesting possibilities,
relating to corporate culture and to the involvement of industry
in the production of culture. One of the issues that this
illustrates is how firms try to instill values that are if not
unique, then at least identifiable with a particular company. To
that end, Morgan Stanley has not only screened the film for
employees, but also for its clients. Somewhat surprisingly, some
of its competitors (Goldman Sachs and Deutsche Bank) have
also planned to present it to their employees. Perhaps they feel
that the spiritual lessons of the movie create more value than is
lost by showing a competitor’s product. Another implication of
this story is the branding of a theatrical release by a company
from another industry. Will Marlboro, Pepsi, Kraft, Miller
Brewing, Microsoft Windows XP, and Kodak may be the next
companies to present movies? One wonders what effect this
would have on the art of the cinema!

Sharing the news!
In a group, discuss other movies that you have seen together
and consider what they might tell you about corporate culture
and organizational behavior. For example, in Apollo 13, Jim
Lovell (played by Tom Hanks) exhibited courageous leadership
and imagination in bringing his crew safely back to Earth. Can
you think of  other, more recent films that serve as models of
how business managers and workers can succeed?

Pertinent Web Sites!
The American Museum of Natural History has an exhibit
about Shackleton. You can also look at the Cowboy Pictures
Web site that will give you some additional information about
that company.

S o u r c e s
Breznican, Anthony. “Financial Firm Finds Value in Old
Shipwreck,” The Plain Dealer, December 31, 2001.
- Roland J. Kushner
God and Business: The Surprising Quest for Spiritual Renewal
in the American Workplace
LEAD STORY-DATELINE: Fortune, July 9, 2001.
Historically, taboo and sensitive conversations about such issues
as race, gender, equality, disability, and mental illness are now
openly addressed in many businesses. Today, a topic that many
consider to be the “last taboo” is being openly embraced:
religion or God-consciousness. “Spirituality in the workplace is
exploding,” states Laura Nash, senior research fellow at Harvard
Business School. She has been monitoring this topic for a
decade.
While more and more people are speaking up in declaration of
their faith and spirituality in the workplace, many who are
committed to serving God are careful to make sure that they
convey a message that embraces all people, regardless to their
spiritual beliefs. “We can’t and shouldn’t and don’t want to
drive people to a particular religious belief,” says Bill Pollard,
chairman of  ServiceMaster, a Fortune 500 company that “has
been talking openly about God and business every since the
Depression.” The company, which generates almost $6 billion
in annual revenue, also has a statue of Jesus Christ washing the
disciples’ feet outside of its Downers Grove, Illinois headquar-
ters.
A Chicago-based organization called Business Leaders for
Excellence, Ethics, and Justice (BEEJ) is only one of several
groups that have formed to help promote spirituality in
corporate America. According to co-founder, Gregory F.A.
Pearce, author of  the book Spirituality @ Work, “there is a
creative energy at work that is somehow tied to God’s creative
energy. Understanding that connection can perhaps be used to
transform the workplace into something remarkable.” Employ-
ees at many companies are now openly blending their spiritual
beliefs with their business practices. Dick Green, president of
privately held, family-owned, lip-care products manufacturer
Blistex, is also one of  the co-founders of  BEEJ. With a
traditional Catholic background, he admits that sometimes
there is a collision between his spiritual beliefs and business
decisions. When that occurs, he “allows his conscious to shape
his business decisions.”
The growing counterculture of believers, perhaps, reflects a
greater spiritual revival and religious awakening in the U.S. In a
survey conducted by the Gallop poll in 1999, 78 percent of
Americans indicated that they felt a need to experience spiritual
growth, compared to 20 percent in 1994. Almost half of the
same respondents said they had discussions about faith in the
workplace within the last 24 hours.
There are many stories about people who want to reveal their
spirituality or God-consciousness in the workplace. They are
people who reject the belief that spirituality is a private matter.
They are individuals who do not accept the religious mindset of
those who have disdain for business pursuits. Neither do they
accept some businesses’ belief that religion in the workplace
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causes division. On the contrary, many believe that demonstrat-
ing spiritual beliefs in the workplace goes far beyond just
creating more profits. It is about demonstrating love, sensitiv-
ity, and care for others. This way of  thinking takes many
business people to the highest dimension of awareness in the
workplace, because it adds “meaning”-something many have
been yearning for.

Talking it over and thinking it through!
Why have many people historically been reluctant to discuss
God, religion, and spirituality in the workplace?
It is interesting to note that this article was published in
Fortune approximately two months prior to September 11,
2001. When considering the September 11 tragedies and
subsequent events that have occurred, do you believe that
employees will now feel comfortable openly discussing their
religious or spiritual beliefs in the workplace? What type of
organizational culture might affect or influence this behavior?

Thinking about the future!
Spirituality blends well with cutting-edge management and
organizational behavior, according to Hamilton Beazley, a
former oil executive who is now at The George Washington
University. He believes that “it creates a higher-performing
organization.” Others believe that the core spiritual principles-
”that all individuals have dignity, that we are all interconnected,
and that a transcendent force or being defines purpose in
human affairs-dovetail with the contemporary management
thinking about what drives great companies.” In the future, it
will be interesting to see if God-consciousness and spirituality
will, indeed, abound in the workplaces.

S o u r c e s
Gunter, Marc. “God and Business-The Surprising Quest For
Spiritual Renewal In the American Workplace,” Fortune, July 9,
2001.

N o t e s
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LESSON 24:
ORGANIZATIONAL CHANGE

Learning Objective
• To learn and understand the below mentioned points:
• Forces for Change
• Resistance to Change
• Managing Resistance to Change
Dear students, today we shall learn about change and its impact
of change on organizations.

I n t e r a c t i o n
Perhaps the only thing constant within organisations is now
change.
Traditionally, analysis of  organisational change has been built
around the organism metaphor in which organisations are
analyzed as if they were living organisms operating in an
environment to which they need to adapt to ensure survival.
For an organisation, its environment may be broken down
into:
• Societal factors
• Environment factors and
• Internal factors.
This is an era of globalization and the organizations need to
cope up with the dynamic and inevitable changes which take
place very often. Because of this changes the competition
among firms is becoming intense and every organization
should be flexible enough to implement the changes whenever
required for its survival.
There are two basic forms of change in organizations. Planned
change is change resulting from a deliberate decision to alter the
organization. Companies that wish to move from a traditional
hierarchical structure to one that facilitates self-managed teams
must use a proactive, carefully orchestrated approach. Not all
change is planned, however. Unplanned change is imposed on
the organization and is often unforeseen. Changes in govern-
ment regulations and changes in the economy, for example, are
often unplanned. Responsiveness to unplanned change requires
tremendous flexibility and adaptability on the part of the
organizations. Managers must be prepared to handle both
planned and unplanned forms of change in organizations.

Forces for Change
Forces for change can come from many sources. Some of these
are external, arising from outside the company, whereas others
are internal, arising from sources within the organization.

External Forces
The four major external forces for change are globalization,
workforce diversity, technological change, and managing ethical
behavior are challenges that precipitate change in organizations.

Internal Forces
Pressures for change that originate inside the organization are
generally recognizable in the form of signals indicating that
something needs to be altered.
Declining effectiveness is a pressure to change. A company that
experiences its third quarterly loss within a fiscal year is un-
doubtedly motivated to do something about it. Some
companies react by instituting layoffs and massive cost – cutting
programs, whereas others look at the bigger picture, view the
loss as symptomatic of an underlying problem, and seek the
cause of the problem.
A crisis also may stimulate change in an organization. Strikes or
walkouts may lead management to change the wage structure.
The resignation of a key decision-maker is one crisis that causes
the company to rethink the composition of its management
team and its role in the organization. A much-publicized crisis
that led to change with Exxon was the oil spill accident with
Exxon’s Valdez oil tanker. The accident brought about many
changes in Exxon’s environmental policies.
Changes in employee expectations also can trigger change in
organizations. A company that hires a group of young
newcomers may be met with a set of expectations very different
from those expressed by older workers. The work force is more
educated than ever before. Although this has its advantages,
workers with more education demand more of employers.
Today’s workforce is also concerned with career and family
balance issues, such as dependent care. The many sources of
workforce diversity hold potential for a host of differing
expectations among employees.
Changes in the work climate at an organization can also
stimulate change. A workforce that seems lethargic, unmoti-
vated, and dissatisfied is a symptom that must be addressed.
This symptom is common in organizations that have experi-
enced layoffs. Workers who have escaped a layoff  may grieve for
those who have lost their jobs and may find it hard to continue
to be productive. They may fear that they will be laid off as well,
and many feel insecure in their jobs.

Resistance to Change
People often resist change in a rational response based on self –
interest. However, there are countless other reasons people
resist change. Many of these center around the notion of
reactance – that is, a negative reaction that occurs when individu-
als feel that their personal freedom is threatened. Some of the
major reasons for resisting change follow.

Fear of the unknown
Change often brings with it substantial uncertainty. Employees
facing a technological change, such as the introduction of a new
computer system, may resist the change simply because it
introduces ambiguity into what was once a comfortable
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situation for them. This is especially a problem when there has
been a lack of communication about the change.
Fear of loss  When a change is impending, some employees
may fear losing their jobs, particularly when an advanced
technology like robotics is introduced. Employees also may fear
losing their status because of a change. Computer systems
experts, for example, may feel threatened when they feel their
expertise is eroded by the installation of a more user – friendly
networked information system. Another common fear is that
changes may diminish the positive qualities the individual
enjoys in the job. Computerizing the customer service positions
at Southwestern Bell, for example, threatened the autonomy
that representatives previously enjoyed.
Fear of failure Some employees fear changes because they fear
their own failure. Introducing computers into the workplace
often arouses individuals’ self – doubts about their ability to
interact with the computer. Resistance can also stem from a fear
that the change itself will not really take place. In one large
library that was undergoing a major automation effort,
employees had their doubts as to whether the vendor could
really deliver the state – of – the – art system that was prom-
ised. In this case, the implementation never became a reality –
the employees’ fears were well founded
Disruption of interpersonal relationships Employees may
resist change that threatens to limit meaningful interpersonal
relationships on the job Librarians facing the automation effort
described previously feared that once the computerized system
was implemented, they would not be able to interact as they did
when they had to go to another floor of the library to get help
finding a resource. In the new system, with the touch of a few
buttons on the computer, they would get their information
without consulting another librarian.
Personality conflicts When the change agent’s personality
engenders negative reactions, employees may resist the change.
A change agent who appears insensitive, to employee concerns
and feelings may meet considerable resistance, because employ-
ees perceive that their needs are not being taken into account.
POLITICS Organizational change may also shift the existing
balance of power in the organization. Individuals or groups
who hold power under the current arrangement may be
threatened with losing these political advantages in the advent
of change.
Cultural assumptions and values Sometimes cultural
assumptions and values can be impediments to change,
particularly if the assumptions underlying the change  are alien
to employees. This form of resistance can be very difficult to
overcome, because some cultural assumptions are unconscious.
As we discussed in Chapter 2, some cultures tend to avoid
uncertainty may be met with great resistance.
Some individuals are more tolerant of  ambiguity. We have
described several sources of resistance to change. The reasons
for resistance are as diverse as the workforce itself and vary with
individuals and organizations. The challenge for managers is
introducing change in a positive manner and managing
employee resistance.

Managing Resistance to Change
The traditional view of resistance to change treated it as
something to be overcome, and many organizational attempts
to reduce the resistance have only served to intensify it. The
contemporary view holds that resistance is simply a form of
feedback and this feedback can be used very productively to
manage the change process. One key to managing resistance is
to plan for it and to be ready with a variety of strategies for
using the resistance as feedback and helping employees negoti-
ate the transition. Three key strategies for managing resistance to
change are communication, participation, and empathy and
support.
Communication about impending change is essential if
employees are to adjust effectively. The details of  the change
should be provided, but equally important is the rationale
behind the change. Employees want to know why change is
needed. If there is no good reason for it, why should they
favour the change? Providing accurate and timely information
about the change can help prevent unfounded fears and
potentially damaging rumours from developing. Delaying the
announcement of a change and handling information in a
secretive fashion can serve to fuel the rumour mill. Open
communication in a culture of trust is a key ingredient for
successful change. It is also beneficial to inform people about
the potential consequences of the change. Educating employees
on new work procedures is often helpful. Studies on the
introduction of computers in the workplace indicate that
providing employees with opportunities for hands – on practice
helps alleviate fears about the new technology. Employees who
have experience with computers display more positive attitudes
and greater efficacy – a sense that they can master their new
tasks.
There is substantial research support underscoring the impor-
tance of participation in the change process. Employees must
be engaged and involved in order for change to work – as
supported by the notion “That which we create, we support.”
GE’s Workout process that was mentioned earlier in this
chapter is a good illustration of how to get a large group
together in a free – form, open – ended meeting. The outcome
is a change to which everyone is committed. The group comes
together later, after the change is implemented to see what has
been  learned and to look for what is happening on the
horizon. Participation by a large group can move change further
along. Participation helps employees

N o t e s
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LESSON 25:
BEHAVIORAL REACTIONS TO CHANGE

Learning Objective
To study in detail behavioral Reactions to change
Students today we shall learn about behavioral Reaction to
change.
How employees perceive a change greatly affects how they react
to it.
A. If employees cannot foresee how the change will affect

them, they will resist the change or be neutral, at best.
B. If employees clearly see that the change is not compatible

with their needs and aspirations, they will resist the change.
C. If employees see that the change is going to take place

regardless of their objections, they may initially resist the
change and then resignedly accept it.

D. If employees see that the change is in their best interests,
they will be motivated to accept it.

In spite of attempts to minimize the resistance to change in an
organisation, some reactions to change are inevitable. Negative
reactions may be manifested in overt behaviour, or change may
be resisted more passively. People show four basic, identifiable
reactions to change: disengagement, disidentification, disen-
chantment, and disorientation. Managers can use interventions
to deal with these reactions as shown in Table 18.1.
Disengagement is psychological withdrawal from change. The
employee may appear to lose initiative and interest in the job.
Employees who disengage may fear the change but take on the
approach of doing nothing and simply hoping for the best.
Disengaged employees are physically present but mentally
absent. They lack drive and commitment, and they simply
comply without real psychological investment in their work.
Disengagement can be recognized by behaviours such as being
hard to find or doing only the basics to get the job done.
Typical disengagement statements include “No problem” or
“This won’t affect me.”
The basic managerial strategy for dealing with disengaged
individuals is to confront them with their reaction and draw
them out so that they can identify the concerns that need to be
addressed. Disengaged employees may not be aware of the
change in their behaviour, and they need to be assured of your
intentions. Drawing them out and helping them air their
feelings can lead to productive discussions. Disengaged people
seldom become cheerleaders for the change, but they can be
brought closer to accepting and working with a change by open
communication with an emphatic manager who is willing to
listen.
Another reaction to change is disidentification. Individuals
reacting in this way feel that their identity has been threatened by
the change, and they feel very vulnerable. Many times they cling
to a past procedure because they had a sense of mastery over it,
and it gave them a sense of  security. “My job is completely

changed” and “I used to . . . . “ are verbal indications of
disidentification.  Become involved in the change and establish a
feeling of ownership in the process. When employees are
allowed to participate, they are more committed to the change.
Another strategy for managing resistance is providing empathy
and support to employees who have trouble dealing with the
change. Active listening, as was discussed in Chapter8, is an
excellent tool for identifying the reasons behind resistance and
for uncovering fears. An expression of concerns about the
change can provide important feedback that managers can use to
improve the change process. Emotional support and encour-
agement can help an employee deal with the anxiety that is a
natural response to change. Employees who experience severe
reactions to change can benefit from talking with a counselor.
Some companies provide counseling through their employee
assistance plans.
Open communication, participation, and emotional support
can go a long way toward managing resistance to change.
Managers must realize that some resistance is inevitable,
however, and should plan ways to deal with resistance early in
the change process.
Managing resistance to change is a long and often arduous
process. GTE Mobilnet faced substantial resistance to change
when it implemented its customer connection initiative, with
the goal of building a cellular – phone network that ranks first
in customer service. The change agent, Ben Powel, and his
teammates tried to persuade staffers at Mobilnet’s 350 service
centers to send new cellular phones out the door with fully
charged batteries in them. The salespeople liked the idea – they
could tell customers that their phones were ready to use when
they sold them. Service workers, however, balked at the idea
because they were the ones who had to install the batteries.
Powell and his team essentially repeated the following dialogue
350 times: “You cant see why you need to bother with installing
the batteries? Here are sales figures showing how much revenue
we lose by making customers wait to use their phones. The
average customer calls everybody he knows when he first gets
the thing, like a kid with a new toy – but only if it has a charged
battery in it. Don’t have roo to stock all those batteries? We’ll
help you redesign your identified employees often display
sadness and worry. They may appear to be sulking and dwelling
on the past by reminiscing about the old ways of doing things.
Because disidentified employees are so vulnerable, they often
feel like victims in the change process. Managers can help them
through the transition by encouraging them to explore their
feelings and helping them transfer their positive feelings into
the new situation. One way to do this is to help them identify
what it is they liked in the old situation, as well as to show
them how it is possible to have the same positive experience in
the new situation. Disidentified employees need to see that
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work itself and emotion are separable – that is, that they can let
go of old ways and experience positive reactions to new ways of
performing their jobs.
Disenchantment is also a common reaction to change. It is
usually expressed as negativity or anger. Disenchanted employ-
ees realize that the past is gone, and they are mad about it. They
may try to enlist the support of other employees by forming
coalitions. Destructive behaviours like sabotage and
backstabbing may result. Typical verbal signs of  disenchantment
are “This will never work” and “I’m getting out of this
company as soon as I can.”
The anger of a disenchanted person may be directly expressed in
organisational cultures where it is permissible to do so. This
behaviour tends to get the issues out in the open. More often,
however, cultures view the expression of emotion at work as
improper and like unbusiness.  In these cultures, the anger is
suppressed and emerges in more passive – aggressive ways,
such as badmouthing and starting rumors. One of the
particular dangers of enchantment is that it is quite contagious
in the workplace.
It is often difficult to reason with disenchanted employees.
Thus, the first step in managing this reaction is to bring these
employees from their highly negative, emotionally charged state
to a more neutral state. To neutralise the reaction does not
mean to dismiss it; rather, it means to allow the individuals to
let off the necessary steam so that they can come to terms with
their anger.
The second part of the strategy for dealing with disenchanted
employees is to acknowledge that their anger is normal and that
you do not hold it against them. Sometimes disenchantment is
a mask for one of the other three reactions, and it must be
worked through to get to the core of  the employee’s reaction.
Employees may become cynical about change. They may lose
faith in the leaders of change. The Scientific Foundation
presents a study that explored the reasons employees become
cynical.
A final reaction to change is disorientation. Disoriented
employees are lost and confused, and often they are unsure of
their feelings. They waste energy trying to figure out what to do
instead of how to do things. Disoriented individuals ask a lot
of questions and become very detail oriented. They may appear
to need a good deal of guidance and may leave their work
undone until all of their questions have been answered.
“Analysis paralysis” is characteristic of  disoriented employees.
They feel that they have lost touch with the priorities of the
company, and they may want to analyze the change to death
before acting on it. Disoriented employees may ask questions
like “Now what do I do?” or “What do I do first?”
Disorientation is a common reaction among people who are
used to clear goals and unambiguous directions. When change
is introduced, it creates uncertainty and a lack of  clarity. The
managerial strategy for dealing with this reaction is to explain
the change in a way that minimizes the ambiguity that is
present. The information about the change needs to be put into
a framework or an overall vision so that the disoriented
individual can see where he or she fits into the grand scheme of
things. Once the disoriented employee sees the broader context

of the change, you can plan a series of steps to help this
employee adjust. The employee needs a sense of priorities to
work on.
Managers need to be able to diagnose these four reactions.
Because each reaction brings with it significant and different
concerns, no single universal strategy can help all employees
adjust. By recognizing each reaction and applying the appropri-
ate strategy, it is possible to help even strong resisters work
through a transition successfully.

Sources of resistance
Individual resistance
Individual sources of resistance to change reside in basic human
characteristics such as perceptions, personalities, and needs.
The Following summarizes five reasons Why individuals may
resist change.

Habit
A human being is  creatures of habit.
Life is complex enough; we don’t need to consider the full
range of options for the hundreds of decisions we have to
make every day.
To do so we develiop habit which is nothing but  programmed
responses.
So  whenever we  confronted with change. This  tendency to
respond in our accustomed ways becomes a source of resis-
tance.
Eg.Day  shift working.

Security
People with a high need for security are likely to resist change
because it threatens their feelings of  safety.

Economic Factors

Another source of individual resistance is concern that changes
will lower one’s income.
Changes in job tasks or established work routines also can
arouse economic fears if people are concerned that they won’
t be able to perform the new tasks Jr  routines to their previous
standards, especially when pay is closely tied to productivity.

Fear of the Unknown
Changes substitute ambiguity and uncertainty for the known.
The transition from high school to college is typically such an
experience.
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Selective Information Processing
Individuals shape their world through their perceptions. Once
they have created this world, it resists change. So individuals are
guilty of selectively processing information in order to keep
their perceptions intact.
We  hear what We  want to hear. We  ignore information that
challenges the world we’ve created.

Organizational resistance

Limited Focus of Change
Organizations are made up of a number of mutually depen-
dent subsystems. So,
You can’t change one without affecting the others.
For example, if management changes the technological
processes without simultaneously modifying the organization’s
structure to match, the change in technology is not likely to be
accepted. So limited changes in subsystems tend to get nullified
by the larger system.

Group Inertia
Even if individuals want to change their behavior, group
norms may act as a constraint.
An individual union member, for instance, may be willing to
accept changes in his job
suggested by management. But if  union norms dictate resisting
any unilateral change made by management, he’s likely to resist.

Threat to Expertise
Changes in organizational patterns may terrorize the expertise
of specialized groups.
The introduction of decentralized personal computers, which
allow managers to gain access to information directly from a
company’s mainframe, is an example of  a change that was
strongly resisted by many information systems departments in
the early 1980. Because decentralized end-user computing was a
threat to the specialized skills held by those in the centralizing
information systems departments.

Threat to Established Power Relationships
Any redeployment of decision- making authority can threaten
long-established
power dealings within the organization. The introduction of
participative decision making or self-managed work teams is the
kind of  change that often seen as threatening by supervisors
and middle managers”

Threat to Established Resource Allocations
Those groups in the organization that control sizable resources
often see change as a danger.
They tend to be content with the way things are.
Will the change, for instance, man a reduction in their budgets
or a cut in their staff size?
Those that most benefit from the current allocation of
resources often feel threatened by changes that may affect future
allocations.

N o t e s
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LESSON 26:
ORGANIZATIONAL CHANGE

Learning Objective
Lewin’s Three Step Model of  Change & Action Research Model
Students today lets us learn two models of organizational
change which will help us to understand the concept in a more
better way.
Kurt Lewin argued that successful change in organizations
should follow three steps:
1. Unfreezing the status quo,
2. Movement to new state, and
3. Refreezing the new change to make it permanent
The status quo can be considered to be an equilibrium state. To
move from this equilibrium to overcome the pressures of both
individual resistance and group conformity unfreezing is
necessary.

LEWIN'S THREE-STEP MODEL

ORG1

ORG2

Unfreezing

Movement

Refreezing

Equilibrium state

Equilibrium state

Unequilibrium state

Unequilibrium state

Driving forceRestraining force

Driving
  force

Restraining
    force

It can be achieved in one of three ways.
1. The driving forces, which direct behavior away from the

status quo, can be increased.
2. The restraining forces, which hinder movement from the

existing equilibrium, can be decreased.
3. A third alternative is to combine the first two approaches.

Example
For Making organizations slim- trim organization adopts
1. Golden hand shake policies.
2. Avoid  New recruitment.

3. Golden hand shake policies. As well as  avoid  New
recruitment.

Once the consolidation change has been implemented, if it is to
be successful, the new situation needs to be refrozen so that it
can be sustained over time.
Unless this last step is taken, there is a very high chance that the
change will be short-lived and that employees will attempt to
revert to the previous equilibrium state.
The objective of refreezing, then, is to stabilize the new
situation by balancing the driving and restraining forces.
It can be achieved in one of three ways.
1. The driving forces, which direct behavior away from the

status quo, can be decreased.
2. The restraining forces, which hinder movement from the

existing equilibrium, can be increased.
3. A third alternative is to combine the first two approaches.

Example
For maintaining organizations slim- trim organization adopts
1. Imposing a permanent upward adjustment of salaries.
2. Continouse training and development.
3. Both of above in combined.
Over time,  the work groups own norms will evolve to sustain
the new equilibrium. But until that point is reached, manage-
ment will have to rely on more formal mechanisms.

Action research model

Diagnosis

Analysis

Feedback Action

Evaluation

Action Research

Action research refers to a change process based on the system-
atic collection of data and then selection of a change action
based on what the analyzed data.
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The process of action research consists of five steps:
1. Diagnosis,
2. Analysis,
3. Feed- Back,
4. Action, and
5. Evaluation.
You’ll note that these steps closely parallel the scientific method.

1. Diagnosis
The change agent, often an outside consultant in action research,
begins by gathering information about problems, concerns, and
needed changes from members of the organization.

2. Analysis
This diagnosis is to find what specifically ails a patient. In action
research, the change agent asks questions, interviews employees,
reviews records, and listens to the concerns of employees.

3.Feed- Back
Diagnosis is followed by analysis.
The change agent synthesizes this information into primary
concerns, problem areas, and possible actions.
Action research includes extensive involvement of the change
targets.
That is, the people who will be involved in any change program
must be actively involved in determining what the problem is
and participating in creating the solution.
So the third step-feedback-requires sharing with employees
what has been found from steps one and two. The employees,
with the help of the change agent, develop action plans for
bringing about any needed change.
SUMMARY: Change may be forced on an organization, or an
organization may change in response to the environment or an
internal need. Forces for change are interdependent and
influence organizations in many ways. Currently, the areas in
which the pressures for change seem most powerful involve
people, technology, information and communication, competi-
tion, and social trends.
Planned organization change involves anticipating change and
preparing for it. Lewin described organization change in terms
of  unfreezing, the change itself, and refreezing. In the continu-
ous change process model, top management recognizes forces
encouraging change, engages in a problem-solving process to
design the change, and implements and evaluates the change.
Organization development is the process of planned change
and improvement of organizations through the application of
knowledge of the behavioral sciences. It is based on a systematic
change process and focuses on managing the culture of the
organization. The most comprehensive change involves altering
the structure of the organization through a reorganization of
departments, reporting relationships, or authority systems.
Quality-of-work-life programs focus on providing a work
environment in which employees can satisfy individual needs.
Task and technological changes alter the way the organization
accomplishes its primary tasks. Along with the steps usually
associated with change, task redesign entails diagnosis, cost-

benefit analysis, formulation of  a redesign strategy, and
implementation of supplemental changes.
Frequently used group and individual approaches to organiza-
tion change are training and management development
programs, team building, and survey feedback techniques.
Training programs are usually designed to improve employees’
job skills, to help employees adapt to other organization
changes (such as a management-by-objectives program), or to
develop employees’ awareness and understanding of problems
such as workplace safety or stress. Management development
programs attempt to foster in current or future managers the
skills, abilities, and perspectives important to good manage-
ment. Team-building programs are designed to help a work
team or group develop into a mature, functioning team by
helping it define its goals or priorities, analyze its tasks and the
way they are performed, and examine relationships among the
people doing the work. As used in the organization develop-
ment process, survey feedback techniques involve gathering
data, analyzing and summarizing them, and returning them to
employees and groups for discussion and to identify and solve
problems.
Resistance to change may arise from several individual and
organizational sources. Resistance may indicate a legitimate
concern that the change is not good for the organization and
may warrant  reexamination of plans.
To manage change in organizations, international issues must
be considered and managers should take a holistic view of the
organization and start small. Top management support is
needed, and those most affected must participate. Open
communication is important, and those who contribute to the
change effort should be rewarded.
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ORGANIZATIONAL 
CHANGE & DEVELOPMENT

N o t e s

DEFINITION OF CHANGE

� RELATIVELY ENDURING 
ALTERATION OF THE PRESENT 
STATE

N o t e s

NATURE OF ORGANIZATIONAL 
CHANGE

�HAS A PERVASIVE INFLUENCE
�CAN BE INITIATED DELIBERATELY BY THE 

MANAGERS
�CAN EVOLVE SLOWLY WITHIN AN 

ORGANIZATION
�CAN BE IMPOSED BY SPECIFIC CHANGE 

IN POLICY
�CAN ARISE THROUGH EXTERNAL 

PRESSURE

N o t e s

TYPES OF CHANGE

�PLANNED/UNPLANNED
�PROACTIVE /REACTIVE
�FUNDAMENTAL / INCREMENTAL

N o t e s
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REASONS FOR CHANGE

�EXTERNAL 

� INTERNAL

N o t e s

EXTERNAL REASONS FOR 
CHANGE

�GOVERNMENT RULES & REGULATIONS
�COMPETITION
�TECHNOLOGY 
�SOCIAL TRENDS
�WORLD POLITICS
�ECONOMIC SHOCKS
�NATURE OF WORK FORCE

N o t e s

INTERNAL REASONS FOR 
CHANGE

�CHANGE IN LEADERSHIP
�INTRODUCTION OF NEW TECHNOLOGY
�FOR MEETING CRISIS
�ORGANIZATIONAL LIFE CYCLE

N o t e s

SKILLS OF CHANGE AGENTS

�MANAGING CONFLICTS
�INTERPERSONAL SKILLS
�PROJECT MANAGEMENT SKILLS
�LEADERSHIP & FLEXIBILITY
�MANAGING PROCESSES
�MANAGING THEIR OWN DEVELOPMET

N o t e s
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RESISTANCE TO CHANGE

�INDIVIDUAL LEVEL

�ORGANIZATIONAL LEVEL

N o t e s

INDIVIDUAL LEVEL

� SELECTIVE PERCEPTION
�HABIT
� INCONVENIENCE/ LOSS OF FREEDOM
� ECONOMIC IMPLICATIONS
� SECURITY IN THE PAST
� FEAR OF UNKNOWN
� BREACH OF PSYCHOLOGICAL CONTRACT
� LACK OF FAITH IN THOSE MAKING THE CHANGE
�HEAD & HEART

N o t e s

ORGANIZATIONAL LEVEL

�STRUCTURAL INERTIA
�LIMITED FOCUS OF CHANGE
�GROUP INERTIA
�THREAT TO EXPERTISE
�THREAT TO ESTABLISHED POWER 

EQUATION

N o t e s

OVERCOMING RESISTANCE TO 
CHANGE

�EDUCATION & COMMUNICATION
�PARTICIPATION
�FACILITATION & SUPPORT
�NEGOTIATION
�MANIPULATION & COOPTATION
�COERCION

N o t e s
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ORGANIZATIONAL 
DEVELOPMENT

�SYSTEMATIC APPROACH TO 
ORGANIZATIONAL IMPROVEMENT 
THAT APPLIES BEHAVIOURAL 
SCIENCE THEORY AND RESEARCH 
TO INCREASE EFFECTIVENESS

N o t e s

COMPONENTS OF OD

�STRUCTURED PROCESS OF DIAGNOSING 
ORGANIZATIONAL PROBLEMS
�BASED ON SOLID RESEARCH & 

THEORIES OF BEHAVIOURAL SCIENCES 
�RECOGNISES THE RECIPROCITY OF THE 

NATURE OF CHANGE
�GOAL ORIENTED

N o t e s

OD INTERVENTION 
TECHNIQUES

�SURVEY FEEDBACK
�MBO
�PROCESS CONSULTATION
�TEAM BUILDING
�ROLE ANALYSIS TECHNIQUE
�ROLE NEGOTIATION TECHNIQUE
�INTERGROUP TEAM BUILDING

N o t e s
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LESSON 27:
TUTORIAL ACTIVITY

Let us discuss the below mentioned questions:
1. Describe forces that act as stimulants to change
2. Contrast first-order and second-order change
3. Summarize sources of individual and organizational

resistance to change
Mark the below mentioned statements as True or False:
1. Planned change or organizational development focuses on

changing the organization, its structure, etc., but largely
ignores human resources issues.
TRUE
FALSE

2. If a manager is trying to increase productivity by moving his
people from individual offices to cubicles, then he is
changing the technology the company uses in its processes.
TRUE
FALSE

3. Individuals resist organizational change for a number of
reasons including their fear of the unknown.
TRUE
FALSE

4. When organizational resistance is based on the affect of the
change on a number of independent subsystems the
resistance is based on group inertia.
TRUE
FALSE

5. The use of manipulation and cooptation to overcome
resistance to change involves both covert efforts to influence
and the buying off of the leaders of the resistance.
TRUE
FALSE

6. Atol is using Lewin’s three-step model in his change effort.
He is currently studying the forces for and those restraining
his change effort. Atol is in the unfreezing stage of the
change effort.
TRUE
FALSE

7. A change technique that uses an entire process from
diagnosis through analysis to feedback and evaluation is
process consultation.
TRUE
FALSE

8.  Survey feedback is a change technique that helps managers
identify discrepancies among member perceptions.
TRUE
FALSE

9. Process consulting is a change technique that focuses on
changing the attitudes, stereotypes, and perceptions that
groups have of each other in the work environment.
TRUE
FALSE

Multiple Choice
1. Total quality management and reengineering efforts are

examples of which force for change?
1. social trends
2. technology
3. competition
4. economic shocks

2. When organizational change involves radical change that is
multidimensional, and multilevel, it is most likely going
through:
1. first-order change.
2. structural change.
3. technology-based change.
4. second-order change.

3. When an organizational change agent combines
departmental responsibilities and widens spans of control,
the change agent is making __________ change.
1. structural
2. people
3. technological
4. physical setting

4. When people resist change because they hear what they want
to hear and they ignore information that challenges those
perceptions, they are resisting change because of:
1. economic factors.
2. their security needs.
3. their fear of the unknown.
4. selective information processing.

5. When employees are fully informed about a change effort,
they have participated in making the decisions but their
anxiety level is high, and time is not critical, an excellent tactic
for overcoming resistance to change and reducing anxiety is:
1. education and communication.
2. facilitation and support.
3. negotiation.
4. manipulation and cooptation.

6. A popular approach to managing change that involves
examining how to increase individual behaviors that
support the change effort and how to decrease anything that
hinders movement away from the existing equilibrium is:
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1. action research.
2. organizational development.
3. Lewin’s three-step model.
4. process consultation.

7.  __________ is an organizational change approach that
focuses on data collection and analysis using a scientific
methodology.
1. Action research
2. Organizational development
3. Lewin’s three-step model
4. Process consultation

8.  An organizational development change technique that
involves unstructured group interaction in which members
learn by observing and participating rather than being told,
is:
1. process consultation.
2. survey feedback.
3. sensitivity training.
4. team building.

9. Jane is involved in a specialized change effort that is using
new ideas to improve her company’s products and process.
The change issue that Jane is involved in is:
1. building a learning organization.
2. innovation.
3. organizational development.
4. process consultation.

Case study
The middle managers of a large firm were told by the corporate
human resources office that a group of consultants would be
calling on them later in the week. The purpose of the
consultant’s  visit would be to analyze inter-functional relations
throughout the firm. The consultants had been very effective in
using an OD intervention called team building. Their particular
approach used six steps. When their approach was explained to
the managers, a great deal of tension was relieved. They had
initially thought that team building was a lot of hocus-pocus,
like sensitivity training, where people attack each other and let
out their aggressions by heaping abuse on those they dislike. By
the same token, these managers generally felt that perhaps the
consultants were not needed. One of them put it this way: “
Now that we understand what is involved in  team building, we
can go ahead and conduct the sessions ourselves. All we have to
do is to choose a manager who is liked by everyone and put
him or her in the role of the change agent/ consultant. After all,
you really don’t need a high-priced consultant to do this team-
building stuff. You just have to have a good feel for human
nature.”  The other managers generally agreed. However, the
corporate human resources director turned down their sugges-
tion. He hired the OD consultants to do the team building.
Q1.Do you think the managers had an accurate view of the role

of the external consultant?

Q2.Do you agree or disagree with the corporate human
resources director’s decision to turn down their suggestion?
Why?

A New Agent of Change
Lead story-dateline: Harvard Business Review, January 2002.
This article is a first-person account of the experience of Carlos
Ghosn, who in 1999 became the CEO of Nissan, the Japanese
automotive group. His appointment came after the company
where he worked, French automaker Renault, purchased about a
third of  Nissan’s shares. The tie-up between these two
companies came after Nissan began to lose its standing in the
competitive global auto market, was running short of cash, and
was not able to secure a relationship with either Ford or
DaimlerChrysler. Ghosn had already had success leading
operations around the globe. From his arrival in Tokyo to late
2001, he has led Nissan through a considerable change process
in which some difficult decisions were made.
Nissan, as a Japanese corporation, had some cultural and
business practices that were characteristically Japanese. These
included life-long guarantees of employment, promotion based
mostly on seniority, and commitment to a “keiretsu” of  aligned
companies that typically do business together. The appoint-
ment of Ghosn was thus a difficult decision for the leaders of
Nissan to make, given that he was both a foreigner and an
outsider to Japan. As it turned out, this was only typical of a
series of radical moves that followed, as Ghosn made numer-
ous decisions in his efforts to reinvigorate the Nissan company,
and also to integrate Nissan into Renault.
Ghosn’s influence over company change was widely felt. He
prompted engineers, through cross-functional teams he
established, to examine manufacturing specifications and to
focus on efficency and cost-effectiveness. In one example, the
quality standards for headlight reflectors were far ahead of the
competition’s. The extra work and cost of  meeting the
company’s own standards were creating a high level of  rejected
parts and higher cost, but the quality standard was not being
rewarded in the marketplace. In another example, he divested
Nissan’s investment in one of  its competitors, disturbing a
long-standing cooperative relationship.
Ghosn’s activities mark him as a change agent in an organiza-
tion culture that has not been favorable to rapid change. Here
are some questions on how his activities at Nissan shed light on
organizational change.

Talking it over and thinking it through!
Ghosn was brought in from the outside to lead Nissan because
of  difficulties the company was facing. In this situation, what
do you think are the major criteria or standards that Ghosn
used when making decisions at Nissan? Why are they impor-
tant?
According to the article, did Ghosn have experience making
decisions like this?
Nissan decided to “ditch the seniority rule” for promotion and
job retention. When this criterion is abandoned, does it make
promotion and job retention decisions a more routine or a
more unusual decision?
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If seniority is not the key criterion for promotion, what should
replace it?
Nissan talked to DaimlerChrysler and Ford before settling on
Renault. Renault showed respect by maintaining the high per-
share price that had been in their original offer to buy a stake in
Nissan, even though they could have reduced their offering price
in the face of  Nissan’s strong need to strike some kind of  deal.
Why is this important in an organizational change process?

Thinking about the future!
Much of the best thinking about the future of Nissan is
presented in the article itself: Ghosn presents impressive
performance results that Nissan achieved from his ascendance to
leadership at the company to the time when the article was
written. This vindicates, to some extent, the radical changes that
he made and the replacement of culturally long-standing
traditions that were elements of Japanese corporate culture with
more western, performance-driven standards. However, it is still
true that his methods were shocking, and the criticism he
received from the Japanese press are only hinted at in the article.
Clearly, culture has a lot to do with setting decision standards in
international settings, and with the ways that standards are used
and alternative solutions are considered. Readers should take
from this article and these questions not just a sense that
Ghosn’s methods are right in every case, but instead that change
can be managed by determined leaders who are willing to
modify long-lived ways of doing things. All leaders who do
this may have the same initial success as Ghosn — but don’t
count on it!

S o u r c e s
Ghosn, Carlos. “Saving the Business Without Losing the
Company,” Harvard Business Review, January 2002, pp. 37-45.
- Roland J. Kushner

Learning for a Change
Lead story-dateline: Fast Company, May, 1999.
In today’s business environment change is inevitable. Managers
and those acting as change agents are heralds of the daunting
tasks of creating, implementing, sustaining, and evaluating
change efforts. But “initiating and sustaining change is more
daunting”and “…making change happen requires
businesspeople to change the way they think about organiza-
tions” (Fast Company, May 1999).
In the industrial era work was usually conducted in factories
where workers engaged in assembly line work. Workers engaged
in routine tasks and were under close supervision. Management
believed, “a good worker was one who was reliable and passive,
capable of modest manual dexterity” (Organizational Dynam-
ics, April 1998). The organization and its workers were viewed
as a machine-like entity. The goal was to predict and control; it
was top-down, command and control leadership. “It’s all about
control: A good machine is one that its operators can control —
in the service of  the owners’ objectives” (Fast Company, May
1999). This machine view fits the traditional or conventional
organization. “You have a broken company, and you need to
change it, to fix it. You hire a mechanic, who trades out old
parts that are broken and brings in new parts that are going to
fix the machine” (Fast Company, May 1999).

What was “good” for the industrial era no longer fits the
workplace of  today. Organizations must now find ways to
adapt to new technologies speeding up what and when events
occur, globalization that has created fierce competition, continu-
ing change that contributes to the ever increasing complexity
and paradox of “business as usual”.
Today is the information age. Work can be conducted at any
location at any time of the day or night. Information era
workers perform their tasks largely without supervision in
collaborative efforts as members of self-managed teams. “The
prized worker is one who learns quickly and continuously, who
works collaboratively, and who is comfortable in an environ-
ment of experimentation and risk” (Organizational Dynamics,
April 1998). Today’s workers operate in an organic “system”
made up of  interdependent parts (Management Review,
September 1997) that need to be nurtured and grown.
“If you use a living-systems lens, you get leaders who approach
change as if they were growing something, rather than just
‘changing’ something” (Fast Company, May 1999). Companies
who want change programs to succeed must train a cadre of
change agents, but only as a way of working not as a discrete
job (Fast Company, April 1997). If  companies want to sustain
organizational change they must develop a team of change
agents with “everyday” jobs who can act as a virus and infect the
company (Fast Company, April 1997). Successful organizational
change and learning is not “rolled out from the top. …every
change process that … was sustained and that spread has
started small. Usually with just one team. …the change effort
begins small, and as it takes hold, networks form that carry
change into wider groups” (Fast Company, May 1999).

Talking it over and thinking it through!
In regards to organizational change, what cues should an
organization’s management look for?
Which force, external or internal, do you think is the major
cause of organizational change? Why?
Do you believe that the shift from the industrial era to the
information era has created a change in the fundamental way of
thinking about or understanding organizations (a paradigm
shift)? Why or why not?
What is a change agent or change advocate? In organizations,
who can act as change agent?
Do you agree or disagree that teams should be trained as change
agents/ change advocates? Explain your response.

Sharing the news with a group!
Have students form small discussion groups. The groups
should identify: what creates the most resistance to change in
organizations, how these resistances can be overcome, and what
implications this has for current and future managers. Have the
groups share their results with the full class.

Thinking about the future!
Learning organizations have strong cultures that encourage,
advocate, and enable emergent change. As more organizations
tap into the talent and creativity of  workers to survive in the
21st Century, workers will be expected to step outside their
comfort zones. Many people in the workforce are accustomed to
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carrying out decisions made by others in the hierarchy without
thought. Maintaining the status quo is comfortable. For
organizations to make the leap into the 21st Century and to
become learning organizations they must rely on original
thinkers. Emergent leadership, change, and strategy are the
continuing evolution of the role of diversity in the workplace.
The essence of  productive, creative workplaces is diversity.

Digging deeper!
The learning organization can be defined as one in which
everyone is a engaged in identifying and solving problems and
generating the strategies and efforts to enable the organization
to continuously change and improve, which increases the
organization’s capacity to grow, learn, and achieve. Learning
organizations have strong cultures in which workers engage in
self-organizing behavior that is grounded in a set of core values.
“Values allow for coordination without control and for
experimentation and adaptation without lawlessness” (Organi-
zational Dynamics, April 1998).
Just as the shape and essence of a 21st Century organization is
radically different from those in the 19th and 20th Century, so is
the role of the 21st Century manager. The 21st Century
manager’s people skills will be more important than ever before.
Toby J. Tetenbaum in her Organizational Dynamics article
(April 1998) stated it well when she asserted that 21st Century
managers must manage transition, build resilience, and create
and maintain a learning organization. One of the most
important roles of the manager is to lead employees through
the processes people go through to come to terms with new
situations. It isn’t an easy transition for people to move from
being told what, when, and where to do things to being in
charge of problem solving, making decisions, experimenting,
and continuing to learn new skills and behaviors. Managers
need to make sure people understand what changes are
occurring by consistently communicating and reinforcing the
attitudinal and behavioral changes that are necessary.
Just as important is the manager’s role in managing the
transition is helping people increase their resilience, their capacity
to “bounce back” no matter the type or extent of the changes.
“Reaction to change is largely a function of perception and
managers can build resilience by helping people adjust their
expectations” (organizational Dynamics, April 1998). Managers
can do this by ensuring that people have the skills they need so
feel they are equipped to handle the challenges.
The 21st Century manager must create an environment that
elicits, supports, and nurtures creativity. This may mean that the
status quo is deliberately upset. Thus the role of the manager
will be to create an environment in which everyone is involved
in continuous learning.
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LESSON 28:
WORK STRESS

Learning Objective
• To understand know the below mentioned points:
• The concept of Stress
• Levels of Stress
• Managing Stress
Dear students we often  say “I am under stress ?”   or “ I feel
stressed” why do we say so?
Let’s try to understand in today’s class what actually stress
means and how to manage it

What is Stress?
The common expression for stress is ‘tension’ One is said to be
tense, when there is some anxiety, some fear of  whether the
desirable things may happen, whether something may go
wrong, etc. It is a state of discomfort felt in the mind and
experienced by the body. When there is tension, the body may
become weak.
In management literature, ‘Stress’ is defined as a response of
the human body to a felt need. When one is hungry and there is
an urge to eat food, the body is in a state of stress, which
disappears when the need is fulfilled. This definition suggests
that stress is a desirable condition, making one move towards
fulfillment of needs. This is partly true. Stress occurs also when
the need arises out of fear and the urge is to run and escape.
This may sometimes, be not possible. In that case, there is no
movement, the need remains unfulfilled and the stress
condition does not disappear.
Stress is identified as of two kinds. One is called EuStress,
which is the condition in which there is drive and effort to fulfill
the needs. Motivation is high. Achievement is seen as possible.
The situation is challenging. Stress disappears when the need is
fulfilled. There is success. The other is Distress, which is the
condition when there is a sense of helplessness in being able to
achieve. The feeling is of frustration. There is no success. May
be, there is no attempt even, because success is seen as impos-
sible. The stress condition remains.
If one were to chart the level of stress and the level of effort
put in to work, it would be an inverted parabola. EuStress
would be in the ascending left side of the parabola. The
challenge would be maximum at the hump. The latter half  on
the right side represents Distress. The problems of stress are
caused by Distress, not by EuStress.
EuStress is necessary for the person to be fully alert, for all his
faculties to come into play to face the situation. For example, a
goalkeeper in football or hockey, will be totally relaxed when the
ball is at the other end of the ground, but becomes extremely
alert as the ball moved towards him. His body stiffens, the eyes
begin to bulge, focusing on the ball and the movement of the
players, picking up the slightest of  movements and every nerve

and muscle ready to respond to those movements. That is
EuStress, without which the goalkeeper cannot be at his best.
So also, Eustress is experienced by the batsman in cricket when
the bowler is on the run, and by the tennis player when the ball
is about to be served at the other end.

Stress is physical
When the goalkeeper or the batsman or the tennis player
experiences Eustress, there are changes in the physical system.
The muscles become tense. The eyes become sharper. When
one is under severe distress,  the person sweats, the body
becomes weak and loses strength.
Study of stress shows that the response is the same whether it
is Eustress or Distress, except that the degree varies. The
response is called the Fight or Flight response. When one
senses danger, one is tempted to either stand and fight to ward
off the danger or run away – Flight. The body conditions itself
for either event, automatically, causing changes in the normal
secretions of hormones and other chemicals, withdrawing from
activities that are less important and diverting to activities that
should have higher priority in that situation.. Food is less
important. The muscles need more energy and therefore the
blood carries substances to the muscles, diverting them from
the stomach. More oxygen than normal is required. Therefore,
the breathing becomes faster, the heart-beat rate increases, the
blood vessels dilate to carry more oxygen. The liver releases
more stored energy. The eyes and ears become more acutely
sensitive to the sensations from outside.
The body is programmed to reverse these changes, and revert to
normal, when the threat disappears. If however, one remains in
a continuous state of stress, without becoming normal, the
changed conditions tend to remain permanent, like a rubber
band loses its elasticity when held extended for a long time.
These abnormal conditions manifest as diseases and one suffers
from high blood pressure, cardiac disorders, peptic ulcers,
insomnia, constipation, fatigue, colitis, kidney problems, etc.
Behaviourally, they lead to absenteeism, alcoholism, use of
drugs, marital disharmony and so on, which are both
organisationally and socially, undesirable

Stress is psychological
Stress is experienced when one perceives a threat and the fight or
flight response is called for. This perception is an interpretation
that one makes within oneself, of the external factors. When
one sees a dog on the street baring its teeth, one may either get
frightened or remain calm. Both fright and calmness are
psychological reactions. The choice is one’s own and is not
dictated by the dog. This choice is made, largely unconsciously,
on the basis of  one’s beliefs about dogs in general, what one
has heard about rabies being caused by dog bites, what one sees
about the characteristics of the dog in question at that time,
one’s predilections towards animals, and so on.
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When one becomes anxious in a situation, the situation does
not create any anxiety. What one thinks about the situation
creates the anxiety. If  one is confident of  tackling the situation,
there is no anxiety. Therefore, the level of  stress is caused by
one’s own perception of  one’s capability to cope with the
situation. Thus, stress is a psychological response, depending
upon one’s level of  fear, confidence, anxiety, anger, hurt, etc.
The physical response is an automatic sequel to one’s psycho-
logical condition. The physical changes depend on the extent of
fear or confidence etc. Therefore, the management of stress
essentially is in the control one has on one’s emotions.

S t r e s s o r s
Stress is not caused by any external factor. It is created by
oneself, by the way one thinks about the external factors. Yet
there are situations, in which most people tend to get stressed.
These are called stressors. In personal life, death of a close
relative is a stressor. An important test in life, like a final
examination; a transfer of residence; separation due to marriage,
divorce or change of job; difficult financial demands; serious
illness; likelihood of unpleasant secrets becoming revealed; are
common stressors. Having to welcome and entertain important
visitors or having to deliver a speech for the first time, also cause
considerable stress. At work, the following may be stressors.
• Needs not met. These could be needs for power, for

fulfillment, for use of knowledge
• Not being included by others as part of a group you want

to belong to
• Not being recognized or valued for one’s competence
• Feeling that one is not adequate for the task, particularly

when compared to some one else
• Being denied what is due (rewards, work)
• Monotony or boredom
• Not having enough freedom at work, being closely

supervised
• Inequity in rewards, assignments
• Very little opportunity for growth
• Too much of  work, overload
• Too little work, boredom
• Inadequate resources to do the assigned work, creating

possibilities of failures
• Conflict in values at work, being required to do what one

does not like to do
• Too many and conflicting demands at work from the role

set
• Responsibilities not clear, ambiguity on what is expected
• Ununderstanding, unpredictable, temperamental boss
• New unfamiliar work
• Being blamed
On close analysis, it will be found that all of the above situa-
tions are, in some way or other, causing perceptions of possible
failure at work or non-recognition and consequent loss of self-
esteem.

Levels of Stress
There are four basic levels of stress symptoms. The first is the
normal initial response and is characterised by increased heart
beat rates, increased blood pressure, dilation of pupils, sweat in
palms and reduced activity in the stomach.
At the second level, there is more irritability, stuttering and
stammering, difficulty in concentrating, restlessness, lack of
appetite and tendency to increased smoking or drinking for
those so habituated.
At the third level, there would be more headaches, stomach
aches, diarrhoea, sweating, insomnia, depression etc. The fourth
level would be characterised by ulcers, stroke, alcoholism, drug
addiction, psychosis etc.

Managing Stress
Stress cannot be avoided. It should not be avoided. Without
stress, there will be no attempt to try the difficult. One will give
up much too easily. One will not succeed in doing even what
one is easily capable of, because even the normal faculties will
not come into play - like the goalkeeper, if he remained relaxed
even at the last minute.
There are two aspects to take care of in managing stress. One is
that one should not develop stress to the point that one
becomes non-functional like Arjuna laying down his arms. The
second is to try to get back to normal as quickly as one can and
not continue to be in a state of  stress for too long.
The former is achieved essentially by an attitude that is devel-
oped by rational thoughts. The first is to realise that one’s
perceptions often distort the reality. The situation may not be as
bad as it may seem to be. The second is to understand that a
failure is not an unmitigated disaster. It is not possible to
succeed all the time. It is not even necessary to succeed all the
time. One failed effort does not mean that the person is no
good. Nobody has succeeded without many losses. Even World
champions sometimes lose a first round match to an unseeded
player. Marconi and Thomas Alva Edison succeeded in their
inventions after many attempts that failed. They saw failures as
opportunities to learn.
The third is to recognise that worry and anxiety will not modify
the situation, but will only disturb one’s peace of  mind and
health. If one watches passengers at airports and railway
stations, one will find how some of them remain quite relaxed
and even sleeping while others are continuously making
enquiries from officials about extent and causes of delays. Such
constant enquiries only irritate, but do not expedite solutions.
They add to stress of self and of others.
Another very valid concept is what is postulate in the Gita. You
can only do. The results are not in your hands. The results,
called failures or successes are in the future. One does not have
control on the future. One can acquire some control on the
present and that is what one does. Also the success or failure
does not depend only on what one does. Many other factors
impinge. Therefore, the Gita proposes, do your duty and do
not worry about what the consequences or fruits may be. Only
thoughts about the possible desirability of the fruits cause
anxieties. Mother Teresa had expressed the same thought, when
she is reported to have said to the industrialist Mr J.R.D.Tata, “
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Why are you worrying about poverty? Your work is to open
more industries, give more employment to people and leave the
rest to God.”.
A situation that causes stress is a problem situation. The
solution needs generating managerial options. People lose
tempers and abuse officials as a result of stress. None of these
solve the problems that may exist. Problem-solving needs calm,
clear, analytical thinking. Clarity of  thought and analysis
improves with Eustress and deteriorates with DiStress.
Managerial alternatives and options will be seen when one ‘is
concerned’ with the matter, not when one is ‘anxious’.
An awareness that nothing will be perfect and that anything that
can go wrong will go wrong, helps to cope with the stress
situations. People who demand of themselves Excellence
always, are likely to develop high stress. Perfection is not
necessary. It may also not be possible. Satisfying is often the
only available option.
At work one must learn to delegate. Many people believe that
they alone can do certain tasks. The golden rule is to make this
statement invalid as quickly as possible. Stress is only one
reason for doing so. The positive outcomes are many. As one
rises in the hierarchy, it would be impossible to do all the jobs
that have to be done. One needs to pass on to others. Time
spent in making this happen, is good investment for the future.
Getting back to normal is relatively easy. One only has to get
one’s mind into a condition in which there is no stress. Any
pleasant activity will make this possible. Hobbies help. The
practice of  Yoga is excellent to relax one’s body and mind. Stress
is relieved when one can share one’s thoughts and feelings with
someone else. Good tunes and ragas, like in bhajans and
ghazals, have the capacity to soothe one’s nerves, even if  one is
not listening.

As the Manager
As the boss, one can ensure that subordinates are not put to
undue stress and also that they are helped to get out of stress
situations as quickly as possible. The steps are
• Recognise the stress levels
• Show concern
• Encourage talking
• Listen
• Empathise
• Explain and show how it can be done
• Reassure
• Provide support
• Discuss and involve them in decisions
• Show respect to the individuals
• Avoid insult, denunciation, abuse, reprimand, particularly in

public
• Avoid manipulation, coercion, blaming
• Avoid pressurising too much
• Provide social support
All the above, render support and help to reduce anxieties. It is
not suggested that the demands on people should be lowered.

People like challenges. They must be given challenging assign-
ments. That is the only way to growth. But if there is a sensing
of extreme stress, it should be managed through reassurance,
not by withdrawing the assignment.

Personality Types
Studies on Stress have identified that Type A personalities tend
to get stressed much faster than Type B personalities. The
characteristics of  a Type A personality are an intense urge to
achieve, impatience and restlessness, always on the move,
hurrying, doing more than one task at a time. He keeps a heavy
and tight schedule and dislikes waiting and relaxing. The Type B
is exactly the opposite, takes things easy, finds time to relax, is
not impatient and is not obsessed with winning all the time.
Instruments have been developed to identify the Type of  any
person. But no one is fully Type A or fully Type B. It is possible
to move from one type to another. It is not as if  Type B is the
more desirable personality, because stress is not the only factor
relevant for effectiveness. Achievement is equally important for
effectiveness and there the Type A has a better chance to win.

Time Management
Inadequacy of resource is a common stressor. One needs
resources to do a job and if the resource is not available, there
could be stress. One important resource is Time. Many people
find that they do not have enough time to do a job. Deadlines
seem to be difficult to meet. This is true of individuals as well
as of  collectives. We read of  committees asking for extension of
time to do their jobs; of projects not being completed on time.
Unfortunately, time is such a resource that nobody can give
more or take away. Everybody has a definite amount of  time
available. Studies show that people are poor planners in terms
of usage of time as a resource. Time is wasted in a number of
ways. Therefore, if  one learns ways to manage one’s time better,
there could be a better control on stress.
Time is wasted because of
• non-productive work like searching for files, papers and

references.
• available information being inadequate or incomplete
• meetings and lengthy reports
• indecisiveness, unable to make up one’s mind
• correcting errors in instructions, assignments
• clarifying goals and roles
• too much routine, paperwork
• lack of prioritisation
Once the cause is known, the remedy should be obvious. The
best way to know the cause is to keep a detailed log of how one
is using his time over a period of  a week or so. Some of  the
remedies will be in the nature of readjustments of personal
habits, like planning on priorities, avoiding drift in meetings,
not insisting on perfectionism etc. Some remedies will be in the
nature of reorganising work systems in the office so that search
and corrections are made minimal. Some will be in the nature
of  training others for better work practices, so that supervision
can be less.
Indecisiveness has been mentioned as a time waster. This may
happen because of lack of clarity on objectives or because of
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fatigue and the mind not being able to concentrate. Both are
avoidable. Indecisiveness can also happen because of lack of
knowledge on the subject. The time one takes to study a matter
depends on one’s skill. Experienced people run through a 100
page file, without reading every page, but picking up the
important and relevant matter, while another may have to
spend double the time reading every paper to determine its
relevance. Thus, one way to manage time better is to improve
one’s skills at work

Steps to be followed in stress management
Identifying unrelieved stress and being aware of its effect on
our lives is not sufficient for reducing its harmful effects. Just as
there are many sources of stress, there are many possibilities for
its management. However, all require work toward change:
changing the source of stress and/or changing your reaction to
it. How do you proceed?

1. Become aware of your stressors and your emotional and
physical reactions.
Notice your distress. Don’t ignore it. Don’t gloss over your
problems.
Determine what events distress you. What are you telling
yourself about meaning of these events?
Determine how your body responds to the stress. Do you
become nervous or physically upset? If  so, in what specific
ways?

2. Recognize what you can change.
Can you change your stressors by avoiding or eliminating
them completely?
Can you reduce their intensity (manage them over a period
of time instead of on a daily or weekly basis)?
Can you shorten your exposure to stress (take a break, leave
the physical premises)?
Can you devote the time and energy necessary to making a
change (goal setting, time management techniques, and
delayed gratification strategies may be helpful here)?

3. Reduce the intensity of your emotional reactions to stress.
The stress reaction is triggered by your perception of
danger...physical danger and/or emotional danger. Are you
viewing your stressors in exaggerated terms and/or taking a
difficult situation and making it a disaster?
Are you expecting to please everyone?
Are you overreacting and viewing things as absolutely critical
and urgent? Do you feel you must always prevail in every
situation?
Work at adopting more moderate views; try to see the stress
as something you can cope with rather than something that
overpowers you.
Try to temper your excess emotions. Put the situation in
perspective. Do not labor on the negative aspects and the
“what if ’s.”

4. Learn to moderate your physical reactions to stress.
Slow, deep breathing will bring your heart rate and
respiration back to normal.
Relaxation techniques can reduce muscle tension. Electronic
biofeedback can help you gain voluntary control over such
things as muscle tension, heart reate, and blood
pressure.
Medications, when prescribed by a physician, can help in the
short term in moderating your physical reactions. However,
they alone are not the answer. Learning to moderate these
reactions on your own is a preferable long-term solution.

5. Build your physical reserves.

Exercise for cardiovascular fitness three to four times a week
(moderate, prolonged rhythmic exercise is best, such as
walking, swimming, cycling, or jogging).
Eat well-balanced, nutritious meals.
Maintain your ideal weight.
Avoid nicotine, excessive caffeine, and other stimulants.
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Mix leisure with work. Take breaks and get away when you
can.
Get enough sleep. Be as consistent with your sleep schedule
as possible.

6. Maintain your emotional reserves.
Develop some mutually supportive friendships/
relationships.
Pursue realistic goals which are meaningful to you, rather
than goals others have or you that you do not share.
Expect some frustrations, failures, and sorrows.
Always be kind and gentle with yourself — be a friend to
yourself.

Points to remember

STRESS MANAGEMENT

N o t e s

WHAT IS STRESS ?

THE UNCONSCIOUS 
PREPARATION TO FIGHT OR 
FLEE THAT A PERSON 
EXPERIENCES WHEN FACED 
WITH ANY DEMAND.

N o t e s

CONSTRAINTS AND 
DEMANDS

�CONSTRAINTS
FORCES THAT PREVENT INDIVIDUALS 
FROM DOING WHAT THEY DESIRE TO DO

�DEMANDS
THE LOSS OF SOMETHING DESIRED

N o t e s
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A FEW IMPORTANT TERMS

�STRESSOR : THE PERSON OR EVENT 
THAT TRIGGERS THE STRESS 
RESPONSE

�STRAIN: DISTRESS

N o t e s

A FEW IMPORTANT TERMS 
(Contd.)

COGNITIVE APPRAISAL
�JUDGMENT ABOUT THE 

STRESSFULNESS OF A SITUATION 
BASED ON THE EXTENT TO WHICH 
SOMEONE PERCEIVES A STRESSOR 
AS THREATENING AND CAPABLE OF 
COPING WITH ITS DEMANDS

N o t e s

EU-STRESS AND DISTRESS

�EU-STRESS
POSITIVE STRESS WHICH IS NORMAL AND 
HEALTHY FOR THE INDIVIDUAL

�DISTRESS
NEGATIVE STRESS WHICH CREATES ADVERSE 
PHYSICAL, PSYCHOLOGICAL, BEHAVIOURAL, 
AND ORGANIZATIONAL  CONSEQUENCES THAT 
MAY ARISE AS A RESULT OF STRESSFUL EVENTS

N o t e s

STRESS RESPONSE

� REDIRECTION OF BLOOD TO BRAIN AND 
LARGE MUSCLE GROUPS AND AWAY FROM 
SKIN, INTERNAL ORGANS AND EXTREMITIES

� INCREASED ALERTNESS AND IMPROVED 
VISION, HEARING AND OTHER SENSORY 
RESPONSES

� RELEASE OF GLUCOSE IN BLOOD STREAM TO 
SUSTAIN BODY DURING STRESS

� DEPRESSION OF IMMUNE SYSTEM AS WELL AS 
THE RESTORATIVE AND EMERGENT 
PROCESSES

N o t e s
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OCCUPATIONAL DEMANDS 
AND STRESS

�MAKING DECISIONS
�CONSTANTLY MONITORING DEVICES 

OR MATERIALS
�REPEATEDLY EXCHANGING 

INFORMATION WITH OTHERS
�WORKING IN UNPLEASANT PHYSICAL 

CONDITIONS
�PERFORMING UNSTRUCTURED RATHER 

THAN STRUCTURED TASKS

N o t e s

OCCUPATIONAL DEMANDS 
AND STRESS (CONTD.)

�WORK Vs. NON-WORK DEMANDS

�ROLE AMBIGUITY

�OVERLOAD & UNDERLOAD

�RESPONSIBILITY FOR OTHERS

�LACK OF SOCIAL SUPPORT

N o t e s

MAJOR EFFECTS OF 
ORGANIZATIONAL STRESS

�TASK PERFORMANCE
�STRESS AS A SOURCE OF ‘DESK 

RAGE’
�BURNOUT
� PHYSICAL EXHAUSTION
� EMOTIONAL EXHAUSTION
�DEPERSONALIZATION
�STRESS & HEALTH

N o t e s

CONSEQUENCES OF STRESS

�PHYSIOLOGICAL SYMPTOMS

�PSYCHOLOGICAL SYMPTOMS

�BEHAVIOURAL SYMPTOMS

N o t e s
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PHYSIOLOGICAL 
SYMPTOMS

�AFFECT CCARDIOVASCULAR 
SYSTEM

�INCREASED BLOOD PRESSURE
�DISTURBED DIGESTIVE SYSTEM
�ULCER
�NERVOUS STOMACH /NAUSEA 
�IRRITABLE BOWEL
�MUSCULOSKELETAL SYSTEM

N o t e s

PHYSIOLOGICAL 
SYMPTOMS (CONTD.|)

�BACK PAIN
�HEADACHE
�IMMUNE SYSTEM
�RESIRATORY INFECTIONS
�ALLERGIES
�CANCER

N o t e s

PSYCHOLOGICAL 
SYMPTOMS (CONTD)

�MENTAL HEALTH

�DEPRESSION

�ANXIETY PHOBIA

�ADDICTION

N o t e s

INDIVIDUAL DIFFERENCES 

�GENDER EFFECTS
�TYPE-A BEHAVIOUR PATTERN
�PERSONALITY HARDINESS
�TRANSFORMATIONAL COPING
�SELF-RELIENCE

N o t e s
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MANAGING STRESS

�INDIVIDUAL LEVEL

�ORGANIZATIONAL LEVEL

N o t e s

INDIVIDUAL LEVEL
PRIMARY PREVENTION
� LEARNED OPTIMISM
� TIME MANAGEMENT
� LEISURE TIME ACTIVITY
SECONDARY PREVENTION
� PHYSICAL EXERCISE
� RELAXATION TRAINING
� DIET
TERTIARY PREVENTION
� OPENING UP
� PROFESSIONAL HELP

N o t e s

ORGANIZATIONAL LEVEL

�JOB REDESIGN

�GOAL SETTING

�ROLE NEGOTIATION

�SOCIAL SUPPORT SYSTEMS

N o t e s
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LESSON 29:
TUTORIAL ACTIVITY

Facts : It is estimated that job stress costs American industry
300 billion dollars per year as assessed by absenteeism, lowered
productivity, compensation claims, mental health claims, health
insurance and direct medical expenses.
Essi Systems’ research and testing have created statistically
reliable, norm tested effective stress management tools and
services to help companies transform workplace stress into
optimal performance.

Case
Finding Ways To Keep A Partner’s Job Stress From Hitting
Home
LEAD STORY-DATELINE: The Wall Street Journal, Novem-
ber 29, 2000.
What impact does an employee’s job-related stress have on his
or her household and family members? Although we all
experience workplace stress, its influence often has far-reaching
effects—many times beyond the office. Statistics from the
International Stress Management Association reveal that
approximately 40 percent of employees admit that they are
under excessive pressure. (Financial Times, January 9, 2001)
Similar results have been found in numerous other studies,
which further reflect that, of  that group, about 56 percent
admitted that they also have a spouse who is stressed out (The
Wall Street Journal, November 29, 2000).
Stress-related illnesses are a big problem, costing the United
States 10 percent of its gross national product each year.
However, beyond that, there are still a large number of hidden
or not-so-obvious costs that are often associated with job-
related stress. For example, many times marriages are shaken
because at least one of the partners is dealing with work-related
stressors. Elliott Rosen, director of the Family Institute of
Westchester in White Plains, N.Y. admits that stress is “enor-
mously contagious”, and that it can also have a harmful effect
on marriages “unless steps are taken to manage it”.
Although there is little research that details the effect that work-
related stress has on dual-income couples, Rosalind Barnett,
senior researcher at both Brandeis and Harvard, conducted a
two-year study of 242 dual-income couples and found a strong
correlation between an employee’s job-related stress and the
psychological effect it had on the individual’s mate. When the
partner’s job duties were changed, stress tended to increase for
the spouse-regardless to whether that change was a promotion,
demotion, or simply increased responsibilities.
Wise couples that want to create a protective shield from much
of  the stress tend to spend a lot of  their time simply talking.
Communicating with one another andagreeing with the
couple’s pre-established goals is helpful to marriages when
times become stressful. Physical exercise for couples also helps
to relieve some of the stress, along with focusing on common
elements of the marriage such as their children. In addition, Dr.

Helene Stein, a Newton, Massachusetts psychologist, reminds
couples to take time to simply enjoy being together. “You don’t
have to stop dating simply because you got married”, she states.

Talking it over and thinking it through!
Why does an employee’s work-related stress have such a serious
impact on his or her family?
In addition to the suggestions made in the article, what are
some other strategies that are outlined in your textbook that
might be helpful in minimizing the negative impact of work-
related stress in an employee’s life?
Are you currently in a dual-income marriage? If not, do you
eventually plan to be? Do you know others who currently are?
What strategies would you suggest to help insure that work-
related stresses do not adversely affect those two-income
marriages?

Thinking about the future!
More and more married women are electing to enter or remain
in the workplace, which creates an increased number of dual-
income couples. Although financial benefits can certainly be
rewarding for dual-income couples, the added pressures can
indeed be costly. An interesting strategy that some couples find
helpful in coping with each partner’s work-related stress is
simply to allow each other some “decompression” time when
they come home. A little solitude after work before focusing on
the home life activities can go a long way in helping the couple
handle its work-related stressors. Practicing “emotional
detachment” from the other partner’s stress-related moods or
subtly changing the conversation can also sometimes help,
experts say. In the future, working couples that are the most
successful will be those that learn to manage their stress in
positive, non-destructive ways.

S o u r c e s
“Finding Ways To Keep A Partner’s Job Stress From Hitting
Home”, The Wall Street Journal, November 29, 2000.
“The Skill of Thriving Under Pressure”,Financial Times,
January 9, 2001.
- Linda Morable
Pregnant Employees Worry About Effects of  Workplace Stress
LEAD STORY-DATELINE: The Wall Street Journal, July 26,
2000.
Imagine you, or someone very dear to you, being forced to
work up to five hours of overtime a day and/or not having
back up in order to take bathroom breaks. For most employees,
either of these scenes would create quite a problem. However, if
the employee is pregnant, the problem is magnified, not only
because of the personal inconvenience, but also because of the
tremendous stress associated with concerns for the well being
of  the mother and unborn child. In actuality, the employee who
experienced these stressful inconveniences-or slight
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mistreatments-gave birth to a low-weight baby which she
attributes, in partiality, to the work-site stress she experience
during her pregnancy.
Today, millions of  women in their 20’s, 30’s, and 40’s are
electing to work throughout and beyond their pregnancies in
record numbers. In fact, in one university study, 70% of
pregnant mothers returned to their jobs after the birth of their
babies. But at what price are pregnant women working?
Although findings are somewhat inconclusive, many believe
that work-related stress might adversely impact the develop-
ment and growth of the fetus. According to Rita Greenwood
of  9to5, National Association of  Working Women, almost
10% of the 10,000 women who contact that organization
annually are concerned about job stress and its affect of their
pregnancies. And that concern is growing. Studies on the
correlation between stress and premature births are also
generating considerable reaction.
Even medical doctors are beginning to see pregnant patients
who express stress-related concerns. According to Iffath
Hoskins, Chief  of  Obstetrics and Gynecology at New York
University downtown hospital, approximately one third of his
patients express specific concerns about work-related stress.
Of course, women have different tolerance levels when it comes
to handling stress. While some who are easily stressed might
end up taking early leave during their pregnancies, others are
able to work right up to the early signs of labor. However,
regardless to the length of time women work during their
pregnancies, evidence is beginning to surface that clearly indicates
that these working moms may need special care and consider-
ation from their employers during this—the most delicate
time—of their adult years.

Talking it over and thinking it through!
What type of work-related stress might a pregnant employee
encounter that could adversely affect her pregnancy?
According to your textbook, what are some strategies that
companies are using to help alleviate stress for their employees?
Do you think special work-related adjustments and accommo-
dations should be made for pregnant employees in an effort to
help minimize their stress? Please explain your answer.

Thinking about the future!
Most working adults experience stress in the workplace
sometimes-perhaps many times-in their careers. Individual
reaction to stress varies, depending on multiple factors. When
an employee is pregnant, however, special consideration has to
also be given to the unborn child. In the future, as more and
more research is conducted to determine the relationship
between the well being of the fetus and the work-related stress
experienced by the working mother, there is little doubt that
those firms that help working moms-to-be minimize their
stress will be rewarded with happier and, hopefully, more
productive and loyal employees.

S o u r c e s
“Pregnant Employees Worry About Effects of  Workplace
Stress”, The Wall Street Journal, July 26, 2000.

N o t e s
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