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MANAGING PEOPLE

COURSE OVERVIEW

In the emerging knowledge based business world, where
change is increasingly global, fast and unpredictable, our lives
are likely to depend more on People Leadership and Manage-
ment skills than on Technology skills. The organizations that
we work in are rich and complex organism in which many
interactions, relationships, and processes are played out daily.
Our challenge in this course is to develop analytical skills, which
will assist in developing an insight over certain key issues in
managing people.

“Managing People” is a “theory and skills” based course
designed to prepare you personally and academically for critically
appreciating and advancing leadership and management skills
needed for the 21st century. The course is structured to provide
a rudimentary “Leadership lifeline” by braiding strands of
theory, practice and self- reflection.

The aim of this course is to:

• To learn about frameworks and models that exist in an
organization

• Reflect on your experiences with life and others in and out
of organizational space

• Apply the frameworks in understanding your experiences
• Develop critical analytical skills in using frameworks
• Develop strategies for more effective managerial behavior.

Thus, objective of this paper is to develop skills and knowl-
edge that are needed to manage people within an organization.
It recognizes that the management of people operates within
the internal framework of organizational values, culture,
policies and practices and that externally it should meet the
requirements of current legislation and ensures ethical and
environmentally friendly behaviour.

The Conceptual Strand
The course commences with an overview of major thrust in
managing people and challenges on is likely to face in doing
business in the 21st century. You will become sufficiently
familiar with the major conceptual models of managing and
leading to critically ask about their relevance to your future and
our society’s future. I assure we that you as a management
major student will gain an appreciation of evidence for the
various strengths and weaknesses of various practices. In
addition to your demonstration of critical understandings of
the course through seminar, presentations, and assignment,
there will be a final examination that will help us assess your
level of critical comprehension of these conceptual models.

The Practice Strands
The empirical and case based evidence forms only one part of
an evaluation of conceptual models. Your own (but tutorial
exercise guided) attempts such as class participations, group
discussion etc. to test the utility of these models for advancing
your managerial skills is equally important in this course. You
will need to try to implement whatever you read through the
progressing lesson and take stock of our own managerial skills
particularly from the viewpoint of others and through various
self assessment exercise incorporated within the course. Being
able to show within and outside campus that you played a
significant role in developing various programs and report
which area part of the tutorial exercises will also advance your
professional portfolio. Thus exhibiting higher level of learning.
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UNIT - 1
ATTRACTING AND RETAINING PEOPLE

 Contents : Importance
Philosophy of Core

Competency

VRIO Framework
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Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� identify the key areas in managing people,
� suggest suitable ways for the same, and
� contribute effectively to the process.

LESSON 1:
MANAGING PEOPLE - AN

INTRODUCTION
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LESSON 1:
MANAGING PEOPLE - AN INTRODUCTION

Has evolution made managing people difficult or easy????
Dear students, if you notice closely you will find that with
today’s workforce becoming increasingly diverse and organiza-
tions doing more to maximize the benefits of the differences in
employees, Human Resource managers are evolving from the
“old school” sideline players to the front-line fighters and
Organizations are relying on managers to get the people who
get the job done, and of course, make the company money.
Have you all noticed recently that even politicians have started
requiring the services of HR managers???

Big Boss

Source: Times News Network
 [Thursday, August 30, 2001 12:27:20 Am]

The thickset Andre Schmitz, managing director of Atlas Copco
India Limited, is a man who loves lead from the front.
Perhaps, that is why his headquarters handpicked him two years
back to salvage the Indian operations that had hit rock bottom.
Taking charge of the Dapodi-based compressor manufacturer at
a time when there was zero profits on the balance sheet,
Schmitz, an Atlas Copco veteran of 34 years, used his vast
experience to rocket the company to the comparatively healthier
net profit figure of Rs 15.8 crore it enjoys today.
Schmitz, a no-nonsense executive got to work immediately in
early 1999. Realizing that high costs and low revenues were
draining the company, he decided to tighten belts starting with
himself.
For starters, he decided drive his car himself and made it
mandatory for all executives, including himself to stay only in
three star and budget hotels and fly economy class.
Secondly, he quickly smoked the peace pipe with an unhappy
union. A settlement that had been hanging fire for many
months was settled amicably, so that the company at once had
an enthusiastic work-force on the shop floor.
Step three. Work flows were improved on the shop floor. The
scientific streamlining that followed resulted in improved
customer satisfaction not just India, but in overseas markets as
well.
Step four saw new selling strategies being adopted. This saw
Schmitz hire more sales staff and beef-up the after-sales service
teams.

Needless to say, this resulted higher volumes in the market
place. Coupled with new products every six months, it increased
customer confidence.
Wider market coverage was also possible with the entry of
Copco subsidiary, Chicago Pneumatic, selling their own
compressors in the Indian market. But above all, it was the
people management approach adopted by Schmitz that actually
got the company out of the rut. “People mean more to me
than anything else. If I can develop my team, the company is
going to become stronger automatically,” says a smiling
Schmitz.
How people-oriented he is, is evident from the fact that he
walks the shop floor as early as 7.30 am each day and this is just
the first of his three daily trips to the shop floor. “I talk to my
workers in the little Hindi that I know and that makes them
happy,” says Schmitz.
And whether it is the executive or the worker, everybody at
Atlas Copco goes through periodic review meetings with their
bosses, who ensure that the teams stay focused. Executives are
regularly sent to Europe for training so that their skills are
honed regularly.
Says Schmitz, “I want as many people as possible to go abroad
for training, as this results in greater flexibility and communica-
tion skills among our team.” His penchant for training is
evident, from the new engineering training centre that he has
recently set up in Pune.
To be headed by a Copco executive from Belgium, the centre
will train young Atlas Copco recruits develop contemporary
engineering skills. As we said earlier, the Copco top brass knew
they had a magic man in Schmitz all along.
A question comes to our minds why this sudden focus on
people management?

Well people have always been central to organizations, but their
strategic importance is growing in today’s knowledge-based
business world like never before; this is largely because an
organization’s success increasingly depends on the knowledge,
skills, and abilities of its employees, particularly as they help
establish a set of core competencies which distinguish one
organization from its competitors.
Gary Hamel and C.K.Prahalad, the creator of the concept of core
competencies opined that it is core strength that gives the
competitive advantage or an edge to an organization. “A core
competency is a unique capability in the organization that
creates high value and that differentiates the organization from
its competition.” Thus, a core competency of an enterprise can
be its unique technology, its high quality product, its manage-
ment style, its raw material etc. but one thing you will all agree
that to  be ahead of other whether as an individual or as an
enterprise one needs to hone competencies which are long
lasting  and refurbish able.  Can you make a guess??
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Human “Re-sources” as a Core
Competency??
Yes!! If you look back to all courses in your last semesters you
all will conclude that an organization can successfully dif-
ferentiate themselves from their competitors through the
people they employ and nurture. Many organizations enhance
its value in the business and create an edge by focusing on the
human resources. Organizations, which follow this principle,
are as diverse   as Wipro InfoTech, Barista , Shoppers’ Stop,
NIIT, Infosys, and the Tatas. “The sig-nificance of human resources
as a core competency was confirmed in a study of 293 US firms. The
study found that HR management effectiveness positively af-fected
organizational productivity, financial performance, and stock market
value.”
But at this stage you might put up a question on how to bring
out and develop this core competency. Some ways that people
become a core competency are through:
• At-tracting and retaining employees with unique

professional and technical capa-bilities,
• Investing in training and development of those

employees, and
• Rewarding and compensating them in ways that keep

them competitive with their counterparts in other
organizations.

• Practicing ways that communications equality, ethics
and a sense of justice.

 I came across a very beautiful instance, which I will share with
you that shows the value of managing people the right way.
Several years ago, United Parcel Service workers went on strike.
In offices around the country, customers feared that the brown-
shirted UPS drivers, whom they had grown accustomed to, were
not working. Fortunately for UPS, its drivers, and their custom-
ers, the strike was settled relatively quickly.
An-other illustration : Smaller, community-oriented banks
have the people advantage over the bigger and more technology
driven banks. And this led to more business. The reason being
as many as customers have opined, “you can talk to the same
person,” rather than having to call an automated service center
in another state. This is the power of people!!
There has been growing recognition that people contribute to
sustaining a competitive advantage for organizations. If you
introspect, you are, what your parents and other significant
others in your life have made you into. Your parents’ upbring-
ing styles as well as how your siblings and friends and your
teachers have interacted with you have made a deep impact on
you. Don’t you agree??
Now, lets see how we as prospective managers can hone people
as a core competency. In this regards, Jay Barney and others have
focused on four factors that are important to organizational
strategic accomplishments. Those factors, called the VRIO
framework, are related to human resources as follows:
• Value
• Rareness
• Imitability
• Organization

What do each stand for?
1. Value: Human resources that can create value. Who are

these people?? Such people do not sway when in external
and internal threats and opportunities. Thus they tend to
be better and objective decision makers and since they can
easily handle all stresses, they are more creative.

2. Rareness: how unique are the people available in the
organization that is, their special capabilities. This can be
developed and preserved by the organization itself by
providing requisite training and development, so that they
stand out from the rest. The moment one organization
wins the image of having and promoting individual
development; it will automatically attract and retain
employees with scarce and unique knowledge, skills, and
abilities.

3. Imitability: It is strategically important to have a unique set
of people, one that no one especially a competitor can
easily imitate.   Southwest Airlines, Disney, and Marriott
Corpo-ration ( can you come up few more examples??)
each have created images with customers and competitors
that they are different and better at customer service. The
cut and paste system in HR culture doesn’t work. One
needs to start afresh to get the edge in HR and this is
possible on when the corporate culture and objective
include these factors. Remember, an organization is a
system comprising of subsystems; so if there is change
anywhere, it affects the rest!!!!

4. Organization: The last but not the least, people must be
organized in order for an entity to take advantage of the
competitive advantages just noted. This means that they
must be able to work effectively together, and have HR
policies and programs managed in ways that support and
encourage the same, so that the people working in the
organization have a clear contingency between their effort
and the rewards and other HR policies This will
automatically reinforce the desired behavior!!!!

Thus we can conclude that VRIO framework provides a
foundation for people management where they are truly seen as
assets, not as expenses. It also means that the culture of the
organizations must be considered when developing organiza-
tional and HR strategies.
This is for you, to further your understanding of the impor-
tance of people management.
Now, when employees’ talents are valuable, rare, difficult to
imitate and organize, an organization can achieve a sustained
competitive advantage. In order to “compete through people”,
an organization has to be able to do a good job of managing
their human capital: the knowledge, skills, and capabilities that add
value to the organizations.
You as future managers must develop strategies for
identifying, recruiting, and hiring the best talent available;
develop these individuals in ways that are specific to the
needs of their individual firms, encourage them to
generate new ideas while familiarizing them with the
company strategies, invite information sharing, and
rewarding collaboration and team work.
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Another focus area, which you need to address, is the basis
on which compensation payments are determined, and the
way they are administered, as these can significantly affect
employee productivity and the achievement of organiza-
tional goals. Establishing of compensation programs
require both large and small organizations to consider
specific goals. Employee retention, compensation distribu-
tion and adherence to the budget must be carefully
weighted against the overall organizational goals and
expectations. One must ensure that compensation rewards
your employees for past performance while serving as a
motivation tool for future performances.

 Internal and external equity of the pay program will affect
employees’ concepts of fairness. And your organizations must
balance each of the concerns while still remaining competitive.

Now a question comes to our mind. How
do we do it??
Well for internal equity you can use one of the basic job
evaluation techniques to determine relative worth of job.
The most common are the ranking and classification
methods. The job ranking system arranges jobs in numeri-
cal order on the basis of the importance of the job’s duties
and responsibilities to the organization. Job classification
slots jobs into reestablished grades with higher rated
grades requiring more responsibilities, working condi-
tions, and job duties.

 External equity can be determined by a wage survey. Data
obtained from the surveys will facilitate establishing your
organization’s wage policy while ensuring that you as an
employer do not pay more, or less, than needed for jobs in
the relevant labor market. Base salary is only one aspect of
a retention plan for important employees.

Benefits and incentive plans are valuable perks in recruit-
ing and retaining essential employees. Benefits are an
established and integral part of the total compensation
package. In order to have a sound benefits package you
could adopt certain basic considerations. For one it is
essential that your program be based on specific objectives
that are compatible with the organizational philosophy and
policies as well as affordable to your company. By utilizing
a flexible benefits package, you would find that the employees
are able to choose those benefits that are best suited to
their individual needs.

Now is this sufficient? What more should we do? You must
have come across a term called Incentive pay. Let us look at how
and whys of incentives; Incentive pay plans can be advanta-
geous to both the employer as well as the employee. The
success of an incentive pay plan depends on the organizational
climate in which it must operate, employee confidence in it, and
its suitability to employee and organizational needs.
Importantly, employees must view the incentive plan to be
equitable and related to their performance.
This brings us to another aspect of managing people- “Perfor-
mance measurement”.
Performance measures should be quantifiable, easily under-
stood, and bear a demonstrated relationship to organizational

performance. Performance appraisal programs serve many
purposes, but in general those purposes can be clustered into
two categories: administrative and developmental. The adminis-
trative purposes include decisions about who will be promoted,
transferred, or laid-off. They can also include compensation
decisions and the like. Developmental decisions include those
related to improving and enhancing an individual’s capabilities.
These include identifying a person’s strength and weaknesses,
eliminating external performance obstacles, and establishing
training needs.
Within many organizations, performance appraisals are seen as a
necessary evil. Managers frequently avoid conducting appraisals
because they dislike playing the role of judge. As a result
appraisals are conduct annually, for good or evil, and forgot
about. Largely the success of an organization depends on the
performance of its human resources.
To determine the contributions of each individual, it is
necessary to have a formal appraisal program with clearly stated
objectives. Carefully designed performance standards that are
reliable, strategically relevant, and free from either criterion
deficiencies or contamination are essential foundations for
evaluation.
The use of multiple raters is frequently a good idea because
different individuals see different facets of an employee’s
performance. The supervisor, for example, has legitimate
authority over an employee and is in a good position to discern
whether he or she is contributing to the goals of the organiza-
tion. Peers and team members, on the other hand, often have
an unfiltered view of an employee’s work activity, particularly
related to cooperation and dependability.
By offering enticing compensation packages, equitable pay,
flexible benefits and known incentives an organization allows
itself the luxury of identifying and selecting those which meet
the needs of the organization. This selection process should
provide as much reliable and valid information as possible
about applicants so that their qualifications can be clearly
matched with job specifications. The information gathered
from applications and interviews must be reliable and valid,
clearly job-related or predictive of success on the job and free
from potential discrimination.
The interview is an important source of information about the
job applicant. It can be unstructured, wherein the interviewer is
free to pursue whatever approach and sequence of topics that
might seem appropriate or structured where each applicant
receives the same set of questions, which have pre-established
answers. Regardless of the technique chosen, those who
conduct interviews should receive specialized training with
interviewing methods. This gives the Human Resource
manager the most relevant information for making a knowl-
edgeable decision about which applicant will fulfill the needs of
the organization. In filling job openings above the entry level an
employer usually finds it advantageous to use transferring and
internal promotions.
By recruiting from within, an organization rewards employees
for past performances and sends a signal to other employees
that their future efforts will payoff, while capitalizing on revious
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investments made in recruiting, selecting, developing, and
training its current employees.
We find that in today’s organizations operations cover broad
areas and require continuous training for effective job perfor-
mance, evolutions in product areas, and corporate growth. In
order to have effective training programs organizations can
utilize a systems approach. Key areas of this approach include
needs assessment, program design, and evaluation.
Needs assessment begins with organizational analysis. Manag-
ers must establish a context for training by deciding where
training is needed, how it connects with strategic goals, and how
organizational resources can best be used. In designing a
training program, managers must utilize principles of learning
in order to create an environment that is conducive to learning.
The evaluation of a training program should focus on several
criteria: participant reactions, learning, behavior changes on the
job, and bottom line results. Human Resource Management’s
front-line fight is to get the organization in order.

As Tom Peters stated
          “Trust people, treat them like adults, enthuse them by lively and
imaginative leadership, develop and  demonstrate an obsession for quality,
make them feel they own the business, and your work force will  respond
with total commitment”.
 Evidence points to a more active interest in and careful
implementation of human resource management. Management
is, by definition, getting things done through people. If
managers are to increase productivity, reduce costs, and improve
their organization’s competitive advantage, they must focus on
how to properly manage personnel.
Creating effective motivation and leadership, recruiting and
retaining the right personnel, rewarding and treating employees
fairly, establishing an environment that supports the people and
benefits the organization, the ‘People Manager’ looks towards a
future with exciting challenges and opportunities for managing
an organization’s most valuable resource - its people.

Exercise
• Analyze a speech- printed or downloaded from net by a

political leader or a CEO of a company in terms of core
competencies and their emphasis on people management.

• A friend suggests that managing people course is only
useful to people who will enter management careers.
Discuss the accuracy of your friend’s statement.

• Survey and analyze the changing focus of the
organizations- global, sector-wise, geography wise.

• Look through the chapters of this course pack and discuss
how changing technology- especially the computers and
online services could influence your management of
people.

Self-assessment Exercise

It all makes sense?

Purpose

This exercise is designed to help you understand how knowl-
edge of managing people can help you to under-stand life in
organizations.

Instructions
Read each of the statements below and circle whether each
statement is true or false, in your opinion. The class will
consider the answers to each question and discuss the implica-
tions for studying this course. After reviewing these statements,
the instructor will pro-vide information about the most
appropriate answer.
 (Note: This activity may be done as a self-assessment or as a
team activity.)
1. True     False -A happy worker is a productive worker.
2. True     False -Decision makers tend to continue supporting
a course of action even though
Information suggests that the decision is ineffective.
3. True     False -Organizations are more effective when they
prevent conflict among employees.
4. True     False -It is better to negotiate alone than as a team.
5. True     False -Companies are most effective when they have
a strong corporate culture.
6. True     False - Employees perform better when they don’t
experience stress.
7. True     False -The best way to change an organiza-tion is to
get employees to identify and
focus on its current problems.
8. True     False -Female leaders involve employees in decisions
to a greater degree than do
male leaders.
9. True     False -Male business students today have mostly
overcome the, negative
stereotypes of female managers that existed twenty years ago.
10. True     False -Top-level executives tend to exhibit a Type A
behavior pattern (i.e., hard-
driving, impatient, competi-tive, short-tempered, strong sense
of time
urgency, rapid talkers).
11. True     False -Employees usually feel over-reward inequity
when they are paid more than
co-workers performing the same work. II
Adapted from: S.L.McShane and M.A. Glinow, Organizational
Behavior, Tata McGraw-Hill, 2000.
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selection contribute to the selection process.
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LESSON 3:
RECRUITMENT AND SELECTION

Now, before we launch on another serious discussion, let me
lighten up you a bit!
The following guidelines shall be used when hiring new
personnel.
Take the prospective employees you are trying to place and put
them in a room with only a table and two chairs. Leave them
alone for two hours, without any instruction. At the end of
that time, go back and see what they are doing.
If they have taken the table apart in that time, put them in
Engineering.
If they are counting the butts in the ashtray, assign them to
Finance.
If they are screaming and waving their arms, send them off to
Manufacturing.
If they are talking to the chairs, Personnel is a good spot for
them.
If they are sleeping, they are Management material.
If they are writing up the experience, send them to Tech Pubs.
If they don’t even look up when you enter the room, assign
them to Security.
If they try to tell you it’s not as bad as it looks, send them to
Marketing.
And if they have left early, put them in Sales!!
Wouldn’t it be wonderful if every new employee or individual
promoted fit perfectly within the cultural model of your
organization? Wishful thinking? No, it is possible!
Dear friends, the absolute best way to ensure that your organization
remains operating in a healthy state is to recruit and select people based
on the shared vision, values, and rules of conduct governing your
organization’s operation. A structured process can assist you in the
recruitment and selection of people for your organization that
will flourish in the healthy environment your leadership team
has created. Don’t you think, this lesson is going to be fruitful
in achieving one of your task as an entrepreneur?? Remember
small business management course!
Verifiable techniques and procedures can be used in the
interview process which allow the interviewee the opportu-
nity to truly express who they are, what their experiences
are, and what their beliefs are in a positive and non-
threatening environment.

“A Company is Known by the People It
Keeps”
Recruitment and selection allow management to determine and
gradually modify the behavioural characteristics and
competences of the workforce. The fashion for team working,
for example, has focused on people with a preference for
working with others as opposed to the individualist ‘stars’
preferred by recruiters in the 1980’s. Attention has switched

from rigid lists of skills and abilities to broader-based compe-
tencies. Now there is a changing focus on independent and
flexible working. In general - as we noted in the previous section
- there is greater regard for personal flexibility and adaptability -
a reorientation from present to future stability.
The job of recruitment and selection is never ending. It
continues day after day because the needs of the employer and
employee are never static. The employer’s wants are shifting
constantly to meet the changing economic and technical
conditions. On the other hand, the employee’s wants are
changing with his age, experience, personal obligations,
ambitions and economic conditions.
For increasing importance of human resources, it is now
imperative for all organizations to retain the manpower and at
the same time to recruit and select best possible talents in
the country. Most of the organizations are now facing
technological change, resulting in the radical change in the
recruitment and selection process.
Recruitment, selection, induction, are important tools for
procurement and placement for effectively utilizing human
resources in an organization. While recruitment involves
employing suitably trained workforce, selection helps in
choosing the right candidate for the right job. Induction and
placement is putting the men to the right jobs.
In the following lesson, let us refurbish the process of recruit-
ment and selection, so that we can discuss the practical nuances
in the classroom. This is what we are going to do through out
this course. Are you ready for some creative and enduring
learning session????? Ya? Do I hear the cry of “yes!!” from your
inner voice or do I sense a fear of unknown??
Let us define the term recruitment:
“Recruitment is the process of identifying and attracting a pool
of candidates, from which some will later be selected to receive
employment offers”
“Recruitment is the process of attracting individuals on a
timely basis in sufficient numbers and with appropriate
qualifications, and encouraging them to apply jobs with an
organization”

“ Recruitment is the generating of applications or applicants for
specific positions”
Thus, we see that recruitment refers to the process of bringing
together prospective employees and employer with a view to
stimulate and encourage the former to apply for a job with the
latter. The purpose of recruitment is to prepare an inventory of
people who meet the criteria laid down in job specification so
that the organization may choose those who are found most
suitable for the positions vacant.
Let us now look at Selection:
The term selection may be defined as :
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“Selection is the process of choosing people by obtaining and
assessing information about the applicants ( age, qualification,
experience and qualities ) with a view to matching these with the
job requirements and picking up the most suitable candidates”
“Selection, either internal or external, is a deliberate effort
of the organization to select a fixed number of personnel
from a large number of applicants”

Michael W Mercer  in his book – ‘Hire the Best and Avoid
the Rest’ has raised very important questions and answers
regarding selection process as follows:
“What’s the fastest, cheapest, easiest way to have workforce
composed of productive, dependable, and honest employees”?
 The real answer is:
“Hire people who are productive, dependable, and hon-
est!!!”remember prevention is better than cure.
The key goal of evaluating or assessing job candidates is to
predict- or forecast how applicants will perform on the job
before they are hired.
What methods do we employ to check if we can get the right
people on the job?
Well according to Hunter, methods for predicting candidate’s
success on the job are:
• Interviews
• Tests &
• Reference Checks

Predictive validity of methods used to forecasts

Candidates’ actual job performance

Prediction Method Predictive Validity Correlation
Interviews 0.14
Tests

Ability Test 0.53
Personality Test 0.38

Reference Checks 0.26
Source: John E Hunter and Ronda F Hunter “validity & utility
of alternative predictors of job performance”, Psychological
Bulletin, Vol 96, No. 1, 1984, P-90

The Selection Process
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Looking at the selection process it can be seen that in each stage
some people get rejected. Basically selection process helps in
reducing the numbers by using multiple hurdles. While

designing a selection process   organisations should always
consider the following (remember this we have already dealt in
the HRM course. Please refer to your earlier note for more
detailed versions!)

Objectives of Selection
• Best fit
• Cost effective
• Image of the Company

Issues in Selection Process
• Selection for what? ( activity, job description, job content)
• Selection of Whom? ( stayers or high-fliers)
• Selection by what? ( instrument )
• Selection by whom? ( attributes/qualities )

Principle of Parsimony
Choice of selection methodology is important- choose mixed
methodology
Selection Criteria  for Managerial Recruitment:
The Top Ten Attributes are as follows-

Top Management

• Integrity
• Leadership
• Maturity
• Initiative, drive & resourcefulness
• Loyalty
• Organisational skills
• Communication
• Confidence &self-reliance
• Intelligence & mental alertness

Middle Management

• Integrity
• Loyalty
• Job knowledge & skills
• Initiative, drive & resourcefulness
• Maturity
• Energy leve
• Leadership
• Communication Intelligence & mental alertness
• Relevant qualification/education

Lower Management

• Integrity
• Energy
• Loyalty
• Relevant qualifications/education
• Industriousness
• Intelligence & mental alertness
• Initiative, drive & resourcefulness
• Manner & attitude
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• Perseverance
• Motivation & ambition
Introspection: Study carefully the list and compare the
attributes for different levels. Can you analyze the logic behind
• The difference in list,
• The different combo’s
• Importance of each attribute.
Supervisors in all types of organizations are responsible for the
human resources in their departments. Selecting competent,
high-performing employees capable of sustaining their
performance over the long run is a competitive advantage. The
selection process consists of forecasting employment needs,
recruiting candidates, interviewing applicants, and hiring
employees.
External environmental forces affect the selection process. These
external forces include labor unions, governmental laws. Labor
unions represent workers and seek to protect members’
interests through collective bargaining. A good labor-manage-
ment relation is an important ingredient in contract
negotiations. The government influences numerous decisions
regarding hiring. Employers must ensure that equal opportu-
nity exists for all job applicants and current employees. Many
organizations have affirmative action programs to ensure
upgrading and retention of protected groups such as women,
minorities, and people with disabilities.

Forecasting Employment Needs
Planning assists in implementing strategy by translating the
organization’s goals into the workers needed to achieve them.
The organization forecasts its human resource requirements in
order to determine the number of employees to hire and the
types of skills they will need. Forecasting employment needs
includes current and future assessment.
The supervisor wants to make sure that the number of
employees matches the workload. In the current assessment,
supervisors take a human resource inventory to assess what
talents and skills are currently resident in the organization, and
conduct a job analysis to define the tasks and the behaviors
necessary to perform them. This helps determine whether there
is a fit between who currently works for the firm and what it
needs for its work to be performed successfully.
Job analysis provides the information for a job description — a
written description of job content, environment and conditions
of employment, and job specification — knowledge, skills and
abilities needed to do the job effectively. Future assessment
determines the firm’s future human resource requirements by
looking at the overall organizational goals derived from strategic
planning. Assessing current capabilities and future needs reveal
areas where the organization is overstaffed and estimates of
human resource shortages. A program is developed to match
these estimates with forecasts of future labor supply.

Recruiting Candidates
The organization develops a pool of job candidates from which
to select qualified employees. Information gathered through job
analysis can guide recruitment to fill skill and personnel gaps.
The local labor market, the type or level of position and the size

of the organization determine which source is used to find
potential job candidates.
Recruitment efforts include running newspaper ads, contacting
employment agencies, and visiting colleges. To create a more
diverse workforce, supervisors can recruit from sources such as
women’s job networks, ethnic newspapers and urban job
banks. Many organizations are turning the Internet to recruit a
workforce. Benefits of online recruiting include reduced cost-
per-hire, less time-to-fill, and a larger pool of quality candidates.
Employee referral program (ERP) is another popular method.
Here employees refer their friends, family members, acquaintan-
ces etc.  If the person who has been referred gets hired, the
referrer gets some remuneration.  ERP is very popular in the
BPO sector.  Candidates hired through referrals stay longer and
assimilate faster than those hired through other methods,
including the Internet and headhunters. While many companies
have employee referral programs (“ERPs”) outlined in their HR
manual, awareness of and participation in them can unfortu-
nately be very low. In some circumstances the referral program
can save money by doing it cheaper than headhunters.
Decruitment is a reduction in the organization’s labor force
through firing, layoffs, attrition, and early retirement, or
maintaining employees through transfers, reduced workweeks
or job sharing.

Interviewing Applicants
Once supervisors identify a pool of candidates, they screen the
applicants to ensure that the most appropriate candidate is
hired. Any selection device used by a supervisor must be valid
and reliable. Validity means that there is a proven relationship
between the selection device and some relevant criteria to
differentiate among applicants’ job performance. Reliability
means that the device(s) consistently measure the same thing
over time.
A variety of valid and reliable selection devises are available for
supervisors to make successful acceptance and rejection deci-
sions. Job applications request personal biographical or
historical information reflecting activities, skills and accomplish-
ments. Cognitive ability tests measure intelligence, aptitude,
ability and interest. Performance simulation tests are made
up of actual work behaviors. For routine jobs, work sampling
is appropriate. Applicants demonstrate that they have the
necessary skills and abilities by actually doing tasks that model
the job for which they are applying. Interviews are valid and
reliable devices when they are structured, well organized, and ask
candidates valid questions. Background investigations involve
verification of application data and reference checks.

Employment Interviewing
Selection interviews are used to obtain information and to elicit
attitudes and feelings from an applicant. In a structured
interview, the supervisor controls the course the interview
follows as each question is asked.
Step 1. Determine how applicants will be screened. The
interview is based exclusively on job duties and requirements
that are critical to job performance. Use the job description to
create a screening grid.
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Step 2. Determine questions and sample answers. Make a
written list of job-related questions to ask applicants. Again,
use the job description to tailor the questions to the specific
duties and qualifications of the job. Determine sample answers
to your questions.
Step 3. Develop a guide for the interview itself. The
interview guide or agenda should include four parts: the
opening, questions and answers, job and company explanation,
and closing.
Step 4. Evaluate the Applicant. Assess match between the
technical qualifications and job requirements. Judge personal
qualities such as leadership and team orientation. Make a
recommendation.
Part 1 - The Opening - Establish rapport by welcoming and
putting the applicant at ease. For example, after the introduc-
tions and handshake, say, “Have a seat. Would you like a cup of
coffee? Did you have any trouble getting here today?” Part 2 -
Questions and Answers - Obtain information from the
applicant using the questions on your list. Develop a rating
point scale. Define the ratings. Part 3 - Job and Company
Explanation - Provide information to the applicant. Describe
current and future job opportunities. Sell the positive features
of the firm.Part 4 - Closing - Respond to the applicant’s
questions. Clarify responses. Provide an opportunity for final
applicant input. Explain what happens next.

Recruit Great Staff
Without employees’ abilities, effort and talents, a business
cannot function. Therefore recruiting staff must be carefully
carried out in order to select the right person. An unsuitable
member of staff is analogous to a rotten tooth: they can
compromise the function of the company and cause much pain
and irritation, necessitating a difficult and often costly removal.
When deciding upon the appropriate method of hiring a new
member of staff it is important to first define what constitutes
a great employee. For example, if the member of staff is to
work closely with clients and cooperate with colleagues it is
essential that the potential employee has good communication
skills and works well with people.
When broaching such an important task it is advisable to
select a confident and trusted member of staff to front the
recruitment drive. Each potential employee should be
interviewed individually in order to gain a broad impression
of his or her communication skills, relevant experience, and
suitability.
The following are a few important considerations when
recruiting new staff

Method of Advertising
• Local and regionalnewspapers - the employment

sections of newspapers are useful in that people actively
seeking employment will be targeted. Also, this is an
effective and relatively inexpensive method of making
people aware of the company’s situation

• Specialist magazines - by advertising in magazines
targeted at and read by those with skills relevant to the
position, the recruitment drive can be made more selective,

saving both time and money by eliminating those who
may not be appropriate for the position

• The internet - the internet is a far-reaching mode of
advertising. Advertising a vacancy with an online
recruitment agency can be cost-effective and give you access
to candidates outside of your local area.

• Who do you know? You may already know someone with
the skills you require, but they may be working for another
company. If you decide to approach them directly, you
should be discreet and investigate their current situation
thoroughly.

The Potential Employees
• Checking references - once the number of applicants has

been narrowed down to a select group, it is important to
verify the potential employees’ credentials to ensure that
their past experience is relevant to the post

• Terms and conditions of employment - it is important
that all applicants are fully aware of the nature of the
position available, including pay, working hours and
employee benefits

• Commitment - it is advisable to ensure that all potential
employees are trustworthy and willing to show
commitment to the company

Find the right employees for your
business
Getting the right people is a difficult, time consuming and
costly business. Getting the wrong people is even more
expensive. Nearly two thirds of all SMEs say they have had a
key appointment go wrong within the last two years. The first
steps in getting the right people may call for a change in attitude
and a new procedure.

A Change of Attitude
Finding good staff and recruiting the right staff will add to
business success. Recruitment should be planned and executed
along with other business strategy and a budget should be
allocated to it.

A New Procedure
• Review your business goa ls: if you plan to increase sales it

will have implications for sales resources. The exact
implications will depend on how those sales are to be
achieved. For example, if some of those sales are to come
from an overseas market you may be looking for someone
with language skills that are not required in the home
market.

• Define the job: set out the scope, responsibilities and core
competencies of the job before you start recruiting.

• Profi le the person: describe the skills that are required for
the role. If you are looking for a salesperson, then good
communications skills will be crucial.

• Advertise the job interna lly  and externa lly: existing
staff could be promoted to the job with some additional
training. Press advertising is the most popular external
source of new staff followed by recruitment or executive
search agencies and web-based advertising. The type of
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vacancy will determine the best medium. The Internet
might be right for design engineers for example, but a
leaflet drop might be better when looking for casual
workers.

• Network: your staff, suppliers or other business contacts
may know of someone who might be suitable.

• Make your selection: advertising is intended to give you a
reasonable choice of applicants. Screen out the people who
don’t meet your specification. Phone them if you need to
clarify something, then interview your short list.

Establish a hiring process: A checklist to
refurbish!

Lets get ready to do it our selves!

The process of hiring is crucial to the success of both the new
recruit and the organization.
A diverse workforce in terms of sex, age and race is normally
stronger than a team of identically minded workers. For this
reason, it is important to establish a hiring process that enables
you to recruit the best person for the job and not just someone
who is identical to you or the others in the current team.
A suggested process for achieving this is as follows:
• Decide on the job credentials - which skills, experiences

and personal attributes are essential and which are desirable
• Use the job description to create interview questions. Be

careful to avoid discriminatory questions regarding age or
sexual orientation

• Advertise the vacancy - this will depend on your budget.
Local newspapers, the local job centre, job fairs or
professional recruiters are all good ways to publicize the
vacancy

• On receipt of CVs it is best not to be too picky, unless
there are hundreds of applicants. Eliminate those who do
not have the essential qualifications for the job but
interview all others if possible

• Interview processes should include at least two stages.
The first should be a technical interview lasting
approximately 30 - 45 minutes to determine if the
candidate has the necessary skills and experience. This is an
opportunity to explain the full job description and answer
any questions

• The interview style should remain consistent for each
candidate. This will help to avoid accusations of
discrimination and provide a better basis for comparison

• The second interview for all those that are technically
able to do the job should be to determine their personal
suitability.

The easiest way of doing this is to develop a workplace scenario
and ask how they would handle it. Ask open-ended questions
such as ‘Why this company?’ to get a further feeling for the
candidate’s personality.
Ideally the second interview should be at least 45 minutes long
and be conducted by two experienced interviewers. If this is
your first recruit, then you may wish to bring an adviser or a

trusted business colleague into the interview with you to help
you make your decision
As soon as candidates are eliminated they should be sent a
simple letter thanking them for their time and interest.
Reference checks will need to be carried out on the successful

candidate to ensure that they have been truthful throughout.
   Finally, establish a probation period (normally three months)
in which you can make sure that your decision was the correct
one. If during this time it becomes obvious that the new recruit
is unable to do the job, you may want to reconsider their
employment.

REVIEW

• Decruitment is a reduction in the organization's 
labor force through firing, layoffs, attrition, and 
early retirement, or maintaining employees 
through transfers, reduced workweeks or job 
sharing.

• Job applications request personal biographical or 
historical information reflecting activities, skills 
and accomplishments.

• Job analysis is a breakdown of the tasks and the 
behaviors necessary to perform a specific job.

• Job description is a written description of job 
content, environment and conditions of 
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REVIEW

• Decruitment is a reduction in the organization's 
labor force through firing, layoffs, attrition, and 
early retirement, or maintaining employees 
through transfers, reduced workweeks or job 
sharing.

• Job applications request personal biographical or 
historical information reflecting activities, skills 
and accomplishments.

REVIEW

• Job analysis is a breakdown of the tasks and the 
behaviors necessary to perform a specific job.

• Job description is a written description of job 
content, environment and conditions of 
employment

• Job specification is the knowledge, skills and 
abilities needed to do the job effectively.

REVIEW

• Recruitment is the process of searching, 
both inside and outside the organization, for 
people to fill vacant positions.

• Structured interview is one in which the 
supervisor controls the course the interview 
follows as each question is asked.

REVIEW

• Recruitment is the process of searching, 
both inside and outside the organization, for 
people to fill vacant positions.

• Structured interview is one in which the 
supervisor controls the course the interview 
follows as each question is asked.
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Exercises

1. Is it always necessary to staff a position when it becomes
vacant? List few alternatives.

2. Describe the managers’ role in the recruitment process.
3. What attributes does a campus recruiter seek?

i. Divide into groups of five.
ii. Each group should construct a list of what applicant

attributes or qualities a campus recruiter looks for
interviewing a student for an entry-level management
positions.

iii. For each attribute on the list, state the recruiter’s basis
for judgement. For example, if your list includes
‘leadership skills’, state how this attribute would be
judged (e.g., offices held in campus organisations,
students answers to certain interview questions, and
so forth.)

iv. The responses will be presented by a representative in
the class

v. The class as a whole should discuss how one can
impress a campus recruiter during the campus
interview.

4.  Define the term Validity. Describe the two keys to ensuring
validity. Research in the library and find out.

5.  What is the manager’s role in the validation process?

Attracting and RetainingAttracting and Retaining
PeoplePeople

Recruitment and Selection

RecruitmentRecruitment

“Recruitment is the process of 
attracting individuals on a timely 
basis in sufficient numbers and with 
appropriate qualifications, and 
encouraging them to apply jobs with 
an organization”

SelectionSelection

“Selection is the process of choosing 
people by obtaining and assessing
information about the applicants ( age, 
qualification, experience and qualities ) 
with a view to matching these with the 
job requirements and picking up the
most suitable candidates”



16

SelectionSelection

“Selection is the process of choosing 
people by obtaining and assessing
information about the applicants ( age, 
qualification, experience and qualities ) 
with a view to matching these with the 
job requirements and picking up the
most suitable candidates”

Issues in Selection ProcessIssues in Selection Process

� Selection for what? ( activity, job 
description, job content)

� Selection of Whom? ( stayers or high-fliers)

� Selection by what? ( instrument )
� Selection by whom? ( attributes/qualities )

Recruitment and SelectionRecruitment and Selection:: A A 
change of attitudechange of attitude

� Review your business goals,
� Define the job,
� Profile the person,
� Advertise the job internally and externally,
� Network, and then(!!!)
� Make your selection.
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UNIT - 1
ATTRACTING AND RETAINING PEOPLE

CHAPTER 2:  RECRUITMENT AND
 SELECTION PROCESS

LESSON 4:
 RECRUITMENT AND SELECTION

METHODS

 Contents : Recruitment Methods
Assessment Methods

Interviewing

Objectives
Process

Reading Excerpts: Assessment Centers

                                                    Interviews

Exercises

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� identify the characteristics of the person(s) 
required

� suggest suitable methods for recruitment and 
selection

� contribute to the selection process.
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LESSON 4:
RECRUITMENT AND SELECTION

Recruitment Methods
Let us now go a little deeper to look at some methods.
The methods of recruitment may be divided broadly into the
following areas:
• Internal vs. external
• Direct vs. Indirect
• Third party

Internal Method
This method is a practice of filling the vacancies from within the
organization through internal mobility i.e. transfers, promotions etc.
Information about the vacancies is communicated through
internal advertisements – by circulars, notices, in-house
bulletins, word of mouth and so on.

Direct Method
When the suitable candidates are not available within the
organization, organizations go for external recruitment(s). This
method includes campus interviews maintaining a live register
of job seekers. Usually under this method, information about
jobs and profile of persons available for jobs is exchanged and
preliminary screening is done. The short listed candidate is then
subjected to the remainder of the selection process.

Indirect Method
This method includes advertisement in the print media,
television, radio, trade, professional d technical journals, etc. In
such methods, it is appropriate to clearly state the responsibili-
ties and requirements along with definite hints about the
compensation package, prospects, etc. Such advertisements also
includes about the company’s profile.

Third - Party method
This method includes the reference to Employment Exchange,
which is a statutory requirement for the jobs/organizations to
which the Employment Exchange s (compulsory notification)
Act applies. Head hunting services such as naukri.com, place-
ment firms, private consultants, professional societies are the
new sources in third-party help in recruitment.

Assessment Methods
Managers can use a number of selection devices to reduce accept
and reject errors. The best-known devices include an analysis of
the applicant’s completed application form, written and
performance-simulation tests, interviews, background investiga-
tions, and in some cases, a physical examination. All these are
given in depth within different sub topics in this particular
lesson. If you remember you must have touched on this in
other courses (HRM, Org and Beh., Bus. Comm. etc.,) as well.

Personnel Selection Methods : An
Integrated System
Assessment Centers
An Assessment Center can be defined as “a variety of testing
techniques designed to allow candidates to demonstrate, under
standardized conditions, the skills and abilities that are most
essential for success in a given job” (Coleman, 1987). The term
“assessment center” is really a catchall term that can consist of
some or all of a variety of exercises.
An Assessment Center consists of a standardized evaluation of
behavior based on multiple evaluations including: job-related
simulations, interviews, and/or psychological tests. Job
Simulations are used to evaluate candidates on behaviors
relevant to the most critical aspects (or competencies) of the job.
Several trained observers and techniques are used. Judgments
about behavior are made and recorded. These judgments are
pooled in a meeting among the assessors or by an averaging
process. In discussion among Assessors, comprehensive
accounts of behavior, often including ratings, are pooled. The
discussion results in evaluations of the performance of the
Assessees on the dimensions or other variables.

A. Leaderless Group Discussion
The leaderless group discussion is a type of assessment center
exercise where groups of applicants meet as a group to discuss
an actual job-related problem. As the meeting proceeds, the
behavior of the candidates is observed to see how they interact
and what leadership and communications skills each person
displays (Schultz & Schultz, 1994).
Problems with this technique is as follows:
This type of exercise is not feasible for selecting candidates from
a potential applicant pool of 8000 individuals because of the
time and cost involved with training the individuals rating the
applicants.
Since every group would be different, individuals could argue
that the process is biased or unfair. And plus, the process is not
standardized.

B. Role Playing
Role playing is a type of assessment center exercise where the
candidate assumes the role of the incumbent of the position and
must deal with another person in a job- related situation. A trained
role player is used and responds “in character” to the actions of the
candidate. “Trained Observers rate and  assess  performance.
Problems with this technique is as follows:
1. Since this technique is not conducive to group

administration, test security would be an issue.
2. Job content areas identified in the job analysis were not as

amenable to this type of exercise as they were to the
selection techniques utilized in the final test
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C. Assessment Center Exercises
Assessment centers usually have some sort of in-basket
exercise, which contains contents similar to those, which are
found in the in-basket for the job, which is being tested. Other
possibilities include oral exercises, counseling simulations,
problem analysis exercises, interview simulations, role-
play exercises, written report/analysis exercises, and
leaderless group exercises (Coleman, 1987; Filer, 1979;
Joiner, 1984). Assessment centers allow candidates to demon-
strate more of their skills through a number of job relevant
situations (Joiner, 1984).
While assessment centers vary in the number and type of
exercises included, two of the most common exercises are the
in-basket and the oral exercise.
In a traditional in-basket exercise, candidates are given time to
review the material and initiate in writing whatever actions they
believe to be most appropriate in relation to each in-basket item.
When time is called for the exercise, the in-basket materials and
any notes, letters, memos, or other correspondence written by the
candidate are collected for review by one or more assessors.
Often the candidates are then interviewed to ensure that the
assessor(s) understand actions taken by the candidate and the
rationale for the actions. If an interview is not possible, it is
also quite common to have the candidate complete a summary
sheet (i.e., a questionnaire).
Thus, a more recent trend over the past ten (10) years has been
the development of selection procedures which are based upon
the assessment center model, but which can be turned into low-
fidelity simulations (Motowidlo, et al., 1990). Some low-fidelity
simulations involve having an applicant read about a work
situation. The applicant then responds to the situation by
choosing one of five alternative answers. Some procedures have
the applicant choose the response he/she would most likely
make in a situation and the response that he/she would least
likely make. These samples of hypothetical work behavior have
been found to be valid predictors of job performance
(Motowidlo, et al., 1990).
Recently, the in-basket has become a focus of interest because
of it’s usefulness in selection across a wide variety of jobs
(Schippmann, Prien, & Katz, 1990).
You must have watched Derek O’Brien throw interesting In
basket  exercises to the quiz contestants in the business quiz on
CNBC!!
A warning: A variety of techniques have been used to develop
in-baskets. Quite often information on an in-basket’s develop-
ment is not available for review because the reports do not
contain the critical information!!
 It is not uncommon for armchair methods to be used, or for
in-baskets to be taken off the shelf. A recent review indicated
that nearly 50% of the studies do not describe how the in-
basket was constructed (Schippmann, et al., 1990).
In addition, there is a great deal of variation among the ways in
which the in-basket is scored. There is a range of objectivity in
scoring with some scoring systems utilize almost entirely
human judgment, while others utilize a purely objective
approach. The in-basket exercise may be thought of as an

approach that assesses a candidate’s “practical thinking” ability
(Scribner, 1986; 1984), by having a candidate engage in implicit
problem solving for a job-relevant task.
It is now well recognized that a content valid approach to
constructing an in-basket is one, which is professionally accepted
as a technique, which has passed legal scrutiny. However, despite
the acceptance by the courts and practitioners, the reporting
basis for content validity is often deficient. Schippmann et al.
(1990) point out that all the studies they reviewed failed to
establish a link between the task portion, and the knowledge,
skill, and ability portion of the job analysis in order to provide a
firm foundation for the construction of the in-basket. Often
there has been no procedure for translating the job analysis
information into development or choice of the test.
Like all assessment center exercises, oral exercises can take many
forms depending on the work behaviors or factors of the job
being simulated. Common forms of oral exercises include press
conference exercises, formal presentations, and informal
presentations (briefing exercise).
How it is conducted: In oral presentation exercises, candidates are
given a brief period of time in which to plan/organize their
thoughts, make notes, etc., for the presentation/briefing.
Traditionally, the audience is played by the assessor(s) who
observes the presentation and makes ratings. Candidates may
also be asked a series of questions following their briefing/
presentation. The questions may or may not relate directly to
the topic of the presentation.
Application: Today, the assessment center method is utilized in a
variety of settings including industry and business, govern-
ment, armed forces, educational institutions, and safety forces
to select individuals for supervisory, technical, sales, or manage-
ment positions. These assessment centers vary in length, time,
and selection of exercises.
The current trend is in the development of assessment centers
amenable to mass testing. The traditional assessment center
exercises require the use of live raters, and generally are not able to
assess more than a few candidates per day. This then becomes an
extremely costly form of selection for organizations.
Today, the use of audio taping, and the use of objectively
scored in-basket exercises permits the assessment of a much
larger number of candidates per day, because the rating of the
exercise takes place at a later date. This allows a more widespread
use of the assessment center technique, because it is becoming a
more time and cost-effective method.

Interviewing
Interviewing skill needs a different type of skill. Good mangers
may not be a good interviewer. While interviewing we try to
gather information. Interviewing basically is a subjective
process. How to make this subjective process more objective
and meaningful in the selection of best fit for the company.
Good selection procedures are in the interest of the total
organization and some advantages of this are:
• Lower training costs
• Lower recruitment costs
• Selection of a stable work-force
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• More productive & creative work-force
• Fewer grievances
• Fewer accidents fewer interruption of work-flow
• Fewer accidents
• Increased employee job satisfaction

Objectives of an employment interview
• To learn whether the applicant has the ability to do the job

adequately
• To learn whether the applicant has the will to do the job

adequately
• To learn whether the applicant can get along with others
Thus, an interviewer is required to possess the following skills:
• Questioning skill
• Listening skill (use your knowledge from your business

communication course here!)

Broad search areas through interview
1. Intelligence
2. Personality
3. Knowledge
4. Motivation
Some tips for students who are planning to become HR
managers:
Holding judgment in an interv iew is an extremely difficult
ta sk.  The following tips w ill increase your abi li ty to wade
past potentia lly incorrect fi rst impressions and lea rn more
about the candida te’s tra ck record:
1. Screen all candidates with a telephone interview, thereby

forcing you to delay the effects of any visual first
impressions.

2. Begin the interview by chatting casually; it will ease all
parties.

3. Remain quiet for a few beats after the interviewee has
stopped talking.

4. Interview as a committee to reduce personal dynamics.
5. Bring a list of interview questions based on the

performance indicators in the job description.
6. Note the halfway mark of your scheduled time; reevaluate

your impressions.
7. Assign members of the interview committee to cover

different areas of the candidate’s background.
8. Avoid questions that start with “What would you do

if…”.
9. Throw some hardball questions at likeable candidates, and

softer ones at the candidates you don’t like; their interview
performance may be based on yours.

10.Talk less than you listen.

Process of interview (phases/ steps)
• Before
• During

• After
 Before Interview requires thorough preparation:

• Study of job description
• Preparing questions
• Read bio-data (helps in uniqueness of framing questions )
• Role of each panel member
• Sequence (who will ask what question )

During Interview
• Introduction of panel members
• Start with neutral questions   ( e.g. how is your journey?

Are you comfortable? )
• Start with simple questions and then build
• Control the interview
• Don’t get in to discussion – avoid it
• Don’t ask the question if you don’t know the answer
• Objective is to generate information
• Control body language – gestures, postures
• Termination of question should be logical

After Interview
• Every member in the interview panel should evaluate

candidates independently
• Role of interview panel chairman is important
• Moral algebra- collect information from each panel member
Dear students, I am quite sure we need not go in detail as you all
have touched this in other  courses; even then you still want to then
please refer to the article excerpts given at the end of the lesson.

Readings
Excerpts from “Assessment Centers :
The Changing Scenario”
The greatest growth of assessment centers since 1985 has been
stimulated by organizations moving to an empowered
workforce. These organizations are giving employees:
• Responsibility for their designated areas or outputs.
• Control over resources, systems, methods, and equipment.
• Control over working conditions and schedules.
• Authority (within defined limits) to commit the

organization.
• Evaluation by achievements.
Most also are organizing employees into self-directed work
teams. The teams are made up of team members and a team
leader (the team leader is a working, nonmanagement member
of the team). Teams take responsibility for:
• Improving quality and productivity; job rotation.
• Planning/Scheduling.
• Who works on what.
• Quality audit.
• Equipment adjustment, maintenance, and repair.
• Housekeeping, vacation planning, absenteeism, tardiness,

and performance issues.
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• Choosing the team leader.
• Many other areas.
The adoption of self-directed teams drastically changes the role
of supervisors and managers. Supervisors (often called group
leaders) have a very large span of control, with as many as 100
subordinates. Because teams and team leaders take on many of
the normal supervisory functions, the supervisors became more
managerial in function, concentrating more on budgeting and
planning. This, in turn, affects the role of middle managers.
The multiple-level changes in job functions have forced
organizations to use new methods in connection with selection,
promotion, and placement decisions. Because assessment
centers worked so well at supervisory and managerial levels, it
was natural to turn to assessment centers as a methodology.
Hundreds of manufacturing plants have used assessment
centers to select employees, team leaders, and group leaders. To
accomplish this, many new processes were developed, especially
in connection with “greenfield” plant start-ups where large
numbers of applicants must be processed. Toyota assessed
22,000 applicants to staff their 3,000-person plant in Kentucky.
At the employee level, exercises involve applicants in problem-
solving group exercises, simulations of the manufacturing
process, and one-to-one interactive exercises. Supervisor
exercises provide opportunities to demonstrate coaching,
leadership, and decision-making skills.

Diagnosis of Training and Development
Needs
Diagnosing Management Skills and Assumptions as Part of a
Corporate Culture Change Strategy
Individual assessments in a plant or department can be
combined to form an integral part of an organization’s culture
change strategy. After an organization has decided on the
desired culture, the next logical step is to define the behaviors
necessary to implement that culture and evaluate incumbents’
skill levels in these behavioral areas. For example, an essential
ingredient of a participative culture is the ability to run a
meeting so all participants can speak their minds and have a
sense of ownership in decision making. A leader’s skill in
accomplishing this can be determined in an assessment center.
Table 3 shows the distribution of assessment center ratings of
four management levels in the dimension Group Leadership.
The percentage rated “less than acceptable” is shown on the left,
“more than acceptable” on the right.
This kind of diagnostic information is extremely useful in
developing a culture-change strategy. Individuals who lack the
skills needed to manage participatively cannot implement a
participative strategy even if they want to—they must increase
their basic skill level first. In addition, research shows that the
easiest way to change a person’s attitudes or basic assumptions
about people is to change the person’s behavior first. This
represents a marked departure from the previous strategy in
which organizations tried to change attitudes and hoped that
behavioral change would follow.
 With the new strategy, individuals are identified whose
attitudes or basic assumptions about people can be considered

out of line with the desired culture. Their behavior is changed
through an effective training and developmental program. This
addresses their attitudes and assumptions through the position
reinforcement they receive for improved behavior. In time,
management effects the desired culture change throughout the
organization.

Evaluating the Effectiveness of Training
Programs
The American Society for Training and Development (ASTD)
estimates that U.S. companies spend over $60 billion each year
on training. The fastest-growing portion of this amount is for
sales, supervisory, and management training, yet most compa-
nies have not evaluated the effectiveness of their training
programs properly.
Assessment center methodology is an excellent method for
establishing the validity and effectiveness of training programs.
Three research designs commonly are used (see Figure 1). In the
first design, a group of individuals is trained while a matched
group is not. Both groups then are put through an assessment
center. The second and third designs have a group of individu-
als assessed, then trained, then assessed again. Table 4 shows
the results of an application of the first method of evaluation.
This is an evaluation of the Interaction Management® supervi-
sory training program. The assessment center results show that
there were marked changes in individuals’ performance after
training.
Organizations such as SOHIO, Lukens Steel, AT&T, the New
York Metropolitan Transit Authority, and over a dozen
undergraduate and graduate business schools have used
assessment center technology to evaluate training programs
(Byham, 1982). The advent of video technology, which allows
the relatively inexpensive evaluation of individuals, has
increased the application of assessment center methodology
dramatically in this area.

How an Assessment Center Works
The assessment center method involves multiple evaluation
techniques, including various types of job-related simulations,
and sometimes interviews and psychological tests. Common
job simulations used in assessment centers are:
• In-basket exercises
• Group discussions
• Simulations of interviews with “subordinates” or “clients”
• Fact-finding exercises
• Analysis/decision-making problems
• Oral presentation exercises
• Written communication exercises
Simulations are designed to bring out behavior relevant to the
most important aspects of the position or level for which the
assessees are being considered. Known as “dimensions” (or
competencies), these aspects of the job are identified prior to
the assessment center by analyzing the target position. A job
analysis procedure identifies the behaviors, motivations, and
types of knowledge that are critical for success in the target
position. During assessment, the job simulations bring out
assessees’ behavior or knowledge in the target dimensions.
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A traditional assessment center involves six participants and
lasts from one to three days. As participants work through the
simulations, they are observed by assessors (usually three line
managers) who are trained to observe and evaluate behavior
and knowledge level. Assessors observe different participants in
each simulation and take notes on special observation forms.
After participants have completed their simulations, assessors
spend one or more days sharing their observations and agreeing
on evaluations. If used, test and interview data are integrated
into the decision-making process. The assessors’ final assess-
ment, contained in a written report, details participants’
strengths and development needs, and may evaluate their
overall potential for success in the target position if that is the
purpose of the center.
Perhaps the most important feature of the assessment center
method is that it relates not to current job performance, but to
future performance. By observing how a participant handles the
problems and challenges of the target job or job level (as
simulated in the exercises), assessors get a valid picture of how
that person would perform in the target position. This is
especially useful when assessing individuals who hold jobs that
don’t offer them an opportunity to exhibit behavior related to
the target position or level. This is often the case with individu-
als who aspire to management positions but presently hold
positions that don’t give them an opportunity to exhibit
management-related behavior on the job.
In addition to improved accuracy in diagnosis and selection, the
organization that operates an assessment center enjoys a
number of indirect benefits. Candidates accept the fairness and
accuracy of promotion decisions more readily and have a better
understanding of job requirements. Training managers to be
assessors increases their skills in many other managerial tasks,
such as handling performance appraisals and conducting
coaching and feedback discussions

New Simulations, Tests and Methods
Simulations such as in-basket exercises, group discussions,
management games, and analysis exercises described in Byham’s
1970 Harvard Business Review article are still the bedrock of
assessment center methodology. However, they have been
supplemented by new types of exercises, most importantly the
interaction simulation. In this exercise the assessee is given
background information about the need to interact with an
individual (subordinate, peer, or customer), and personal
information about the individual. After the assessee has had an
opportunity to prepare, he or she conducts a simulated
interaction with a person trained as a roleplayer. The “inter-
viewee” follows a well-defined role and makes standard
responses to all issues that might come up. A trained assessor
observes the assessee’s behavior.
Although leaderless group exercises still are used commonly to
assess leadership, one-to-one interaction simulations have
become more popular. This change reflects a general feeling that
individual leadership skills are not necessarily correlated with
group leadership skills. Another reason for the switch is that
people going through the same group exercise may have quite
different experiences.

Group interactions depend on the nature of the people
involved. Sometimes the group is highly competitive; other
times it is quite cooperative. Sometimes several people vie for
leadership; other times only one person takes charge. This lack
of consistency has caused organizations especially concerned
with EEO issues to opt for the more standardized interaction
simulations or different forms of group exercises.
A growing number of organizations have adopted a “total
simulation” approach to assessment. Instead of having a
number of distinct and independent exercises, these organiza-
tions have integrated their exercises into a common scenario.
Characters introduced in the in-basket exercise are seen in later
simulations, and candidates play the same role throughout the
assessment process.

Using Videotape to Stimulate Behavior
A development in the last 15 years involves the use of video-
tape to stimulate assessee behavior. An assessee watches a video
of a situation he or she will face on the job (e.g., an interaction
with a subordinate). Periodically the tape stops and the assessee
is presented with four choices of what to do or say. A score is
calculated based on the assessee’s responses to a number of
these situations. The scoring system is developed based on a
validity study.
Other applications use the video simulation to elicit verbal
responses. This, unaided, overcomes any bias caused by the
multiple choice format.

Psychological Inventories and Projective
Tests
The original AT&T research assessment centers used psycho-
logical inventories (e.g., the Edwards Personal Preference
Schedule) and projective tests (e.g., the Thematic Apperception
Test) to supplement observations of assessees’ behaviors as
they progressed through assessment center simulations. AT&T
dropped these instruments after they converted their research
assessment centers to operational assessment centers run by the
Bell operating companies. AT&T dropped the tests for two
reasons: (1) the operational assessment centers used managers
(rather than psychologists) as assessors, and (2) paper-and-
pencil instruments were disputed during this period (1960s)
because of possible adverse impact on protected groups. Most
organizations that adopted the assessment center methodology
followed AT&T’s lead, concentrating on behavioral exercises
rather than paper-and-pencil tests. Most even dropped intelli-
gence tests because of the common finding of adverse influence
on blacks. However, the Bell companies retained these tests.
Today intelligence tests (general ability tests) are being used
again in conjunction with assessment centers. Research data
show that the combination of intelligence data and behavioral
observations provides a markedly better means of evaluating
people than either used alone (Thornton & Byham, 1982). The
problem with using paper-and-pencil intelligence tests and
other psychological instruments is that they require very careful
validation efforts, and assessors must be specially trained in
both data interpretation and how to integrate that data with
behavioral data.
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Projective tests are frequently used in executive-level assessment
centers. Inventories to match job and candidate motivation
profiles are used at all levels.

Multiple Perspective (Self-Report, Boss,
Subordinate, and Workplace Peer
Evaluation Instruments)
An assessment center provides insights into many job dimen-
sions, but usually not all important dimensions. Dimensions
such as Work Standards and Energy are not evaluated well in
assessment centers. To fill in these gaps and to get additional
insights to dimensions that are assessed in assessment centers,
many organizations supplement their assessment centers with
self-reports and with evaluations by the assessee’s boss and
workplace peers or subordinates. In the usual situation, an
assessee is given six questionnaires that list the target dimen-
sions with definitions. The assessee completes one and gives
the other five to his/her boss, peers, or subordinates. All
questions are sent directly to a central location where a computer
summarizes the data and prepares a report.
The combination of assessment center, self-, and boss/peer/
subordinate evaluations of a common set of dimensions
makes a powerful impact on assessees. The feedback counselor
and the assessee can compare and contrast each dimension’s
ratings from each source (self, others, and the assessment
center). Based on these insights, they can define developmental
actions more accurately.

New Methodologies
The biggest drawback in the ongoing use of traditional assess-
ment centers is the amount of managerial time required. In a
typical assessment center, a manager leaves his/her job for two or
three days to observe participants’ performance in simulations
and then spends an additional day or two meeting with other
observers to make final evaluations. Although managers
recognize the importance of selection and promotion decisions,
they are often reluctant to devote this much concentrated time to
assessment. A related problem is the formality of the traditional
assessment center, which tends to make the center an “event.”
This may build expectations and call attention to who is being
assessed and who has not been asked to participate. The
traditional assessment center also forces organizations to put
people through the process in groups; the method is useless
when there are only two candidates for a position.
These constraints have limited assessment center method
applications in some organizations to only a few selection or
promotion decisions. As a result, many important and effective
applications, such as defining training needs, have not been
utilized widely. Although organizations recognize the increasing
importance of accurately diagnosing training needs before
sending people to training programs, the problems associated
with staffing developmental assessment centers often make
their use prohibitive, even though assessment center methodol-
ogy is the best available diagnostic instrument for many
positions. Managers agree on the importance of thorough and
accurate diagnoses, but are reluctant to spend the time needed
to produce the excellent diagnoses that the assessment center
methodology yields.

Deformalizing the Method
A number of organizations in the United States and overseas
have overcome the implementation problems noted earlier by
making their assessment centers less formal and rigid while
keeping the basic components that provide validity. Organiza-
tions do this by incorporating the assessment center method
into an organization’s day-to-day activities, rather than by
having their managers go off to a designated place, or to a
“center.”
The individual to be assessed is given a list of managers
responsible for filling the position. The assesee then schedules
his/her own meetings with these managers over a period of
several weeks, according to the schedules of all parties. The
managers involved fit the time for the exercises into their usual
activities.
During these meetings the managers put the assessee through
the same job simulations used in formal assessment centers.
For example, one manager might interview the assessee about
why he or she took certain actions in the in-basket exercise;
another might have the assessee present findings from an
analysis and planning exercise; and a third might observe the
assessee in a one-to-one interaction with another manager who
role-plays a subordinate.
At an appointed time the managers (assessors) meet to hold an
assessor discussion that works exactly like such discussions in a
traditional assessment center. The assessors give actual examples
of the participant’s behavior to back up their ratings on each of
the dimensions they evaluated. After sharing all their observa-
tions, the assessors reach consensus on the individual’s
strengths and weaknesses in each dimension. Then, if the
purpose of the assessment center is to provide the basis for
selection or promotion decisions, the assessors make an overall
evaluation. If the objective of assessment is to diagnose
training needs, the assessors’ final step is to develop a profile of
the assessee’s strengths and developmental needs.
All key components of the assessment center method are
present: multiple job simulations; use of behavior observed in
simulations to predict future behavior in the target job;
organization of observed behavior around job-related dimen-
sions; and a systematic data integration session involving several
assessors who have observed participants independently in the
simulations. Only the rigidity is removed. This allows even the
smallest organization to apply the assessment center method in
making selection/promotion decisions.

Using Videotape to Record Behavior
Another increasingly popular technology is the use of videotape
equipment to capture assessee behavior. Rather than having
assessors observe individuals in simulations, participants’
behavior is recorded on videotape. The tape and the asseessees’
written output then can be sent virtually anywhere and assessors
can view and evaluate the taped and written performance at their
convenience. After each assessor has observed and evaluated the
assigned simulation, a standard data integration session can be
held, or the data can be integrated by a computer using an
expert system.
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Automated Integration of Data
Software programs can expedite the assessment process, and are
therefore advocated by many assessors and administrators. In a
common system assessors input their observations directly into
computers. The computer organizes behavior by dimension
and feeds it back to the assessor in a way that facilitates the
rating of each dimension. The computer, using an expert
system, then checks the rating and if the computer’s rating
differs from that of the assessor, a second assessor reviews the
data and shares his or her insights with the assessor. Together,
they make a decision on the dimension rating for the exercise.
At the integration meeting, a computer integrates all the
behavioral observations across exercises and presents the data in
a convenient way for assessor analysis and decision making. In
some organizations, an expert system substitutes for the
integration meeting. This mathematical data integration is
possible because of the high reliability of the assessor exercise
dimensional ratings, where reliabilities of .90 and higher are
common.
The computer prints out a detailed final report giving dimen-
sional ratings with behavioral examples. The computer system
decreases assessor time by more than half and dramatically
decreases assessor and administrator training time.

Use of Outside Assessors
Because of downsizing, etc., there are fewer middle managers to
act as assessors. Thus, more than half of the organizations
operating assessment centers have turned to trained outsiders
to administer and assess candidates.

Excerpt 2: Interviews
The interview has always played a significant part in employee
selection. Both human resources specialists and line managers,
either as the sole method of selection or in conjunction with
other types of assessment, use it.
Despite its universality, some practitioners have concerns or
questions about selection interviews. These relate to several
aspects of the selection interview. For example, consistency of
approach across different interviewers is an issue for some
organisations. Others will be interested in the practical processes;
how long should we spend on the interview; who should be
involved? Yet other considerations are to do with interviewing
skills; what sort of questions to ask, and how to develop
rapport with the candidate?
This guide addresses some of the issues to be considered when
attempting to maximise the effectiveness of interviews in
selecting the best candidate. It cannot, of course, replace
adequate training for interviewers.
The Use Of The Interview In Selection
Surveys of selection practices in the UK confirm that interviews
are very widely used. The British Market Research Board
conducted a survey (on behalf of SHL) in November 1993
which questioned 450 companies employing 1000 or more
employees on their selection practices.

What is a Selection Interview?
The selection interview takes many forms; it can be one to one
or one to several interviewers - the panel interview.

Organisations quite commonly hold more than one interview,
and interviews at different stages of the selection process, or
with different interviewers, may well have varying objectives.
This diversity in format and objectives no doubt contributes to
some of the reported inconsistencies across interviews. This
also has an impact on the interview’s value in predicting future
job performance.

The Objectives of the Selection Interview
Much research has focused on the interview as a selection
instrument, with the emphasis on the interviewer obtaining
information from candidates in order to assess their ability to
do the job. However, in practice, interviewers and candidates
place considerable importance on the interview as an exchange
of information and less tangible (and more subjective) issues
such as:- the fit of the candidate with the organisation and its
culture, or the candidate’s personal fit within the team. These
variations in the objectives will influence the type of interview
carried out and the selection procedure may include several
interviews with different objectives, format and content. The
most common types of interview used in selection are de-
scribed in the next section.

Different Approaches to Selection
Interviews
Selection interviews can be conducted in many different ways,
but perhaps the three models most widely used by personnel
professionals are:
• The Biographical Interview
• The Competency Based Interview or The Behaviourally

Based
• Criterion Interview
• The Situational Interview
Depending upon the situation, and the information that the
interviewer hopes to obtain, a combination of two or even all
three may be useful. Increasingly, the telephone is being used as
a medium through which to conduct an initial screening
interview.

Biographical Interview
The biographical interview can be defined as a semi-structured
chronological exploration of the candidate’s past experiences. It
is based on the premise that past behaviour will predict future
behaviour. Its aim is to cover, in a comprehensive and probing
manner, previous experience both within and outside formal
work situations.

Areas of Use
The biographical interview is very widely used at all levels and
stages of selection interviewing.
It is probably most appropriate for external candidates, either as
the only or the first interview, where technical interviews with
line managers are also included.

Strengths and Limitations
Potential Strengths
• It is the most common format of interview, seen from the

perspective of the candidate, so may be what the candidate
“expects”.
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• It provides a comprehensive picture of an individual, in
terms of both their work and personal life.

Potential Limitations
• Candidates who are more articulate or have good social

skills may do better.
• Used without regard to the job criteria, it can lead to

questions which are irrelevant to the job.
• Its use can be seen as less appropriate for internal

interviews where career history is, or should be, known.
• It is likely to take both training and time to extract the

relevant evidence for specific criteria eg. planning and
organising skills.

• The difficulty of relating the interview information to job
relevant criteria means that interviewers’

Personal biases and stereotypes are more likely to affect deci-
sions. This increases the danger of poor decisions and illegal
direct and/or indirect discrimination under equal opportunities
legislation.

Competency Based Interview or
Behaviourally Based Criterion Interview
Competency based interviewing or criterion interviewing is a
structured series of questions aimed at eliciting behavioural
information against specific jobrelated competencies, or criteria.
A competency or criterion in this context is a type of behaviour
found to be relevant to the job.
Job analysis is usually used to identify relevant behaviour of
good job performers.
An example of a competency or criterion is:

Detail Conscious
Able to cope with detailed work, conscious of the need to be
accurate with detail, even if the detailed work is to be delegated.
Questions usually focus on eliciting specific examples from the
candidate, describing situations where they have demonstrated
the required behaviours.
These are probed in a systematic way by the interviewer to build
up a picture of relative strengths and weaknesses of the
candidate against the criteria. Competency definitions can
describe both acceptable / successful and unacceptable/
unsuccessful behaviour.

Areas of Use
Competency based or criterion interviewing can be used for
external selection and internal  promotion/selection interview-
ing. It is particularly useful in assessment centres where the
interview is usually employed to provide. Evidence against
specific criteria. It is also a useful technique at second interviews,
and where selection is shared between different interviewers,
individually or in panels, because it allows for a structured and
systematic approach with minimal overlap or repetition.

Strengths and Limitations
Potential Strengths
• Questions are based on an objective analysis of the job and

can be seen to be directly relevant to the skills required in the
job.

• It is easier for information gathered in the interview to be
evaluated on a rating scale against that competency or
criterion.

• By using the same competencies or criteria, evaluation of
the assessment from the interview can be   readily
integrated with information from other sources such as
tests, exercises and questionnaires.

Potential Limitations
• To cover a large number of competencies fully, the

interview could be extremely long.
• Highly articulate candidates may be able to make a credible

case at interview and be over-rated.
• The method assumes that a thorough job analysis has

been undertaken. Its effectiveness is markedly
• Reduced if the selection of competencies has not been

systematic. _ If a chronological/biographica interview has
not been carried out there could be significant aspects of a
candidate’s work history which

• Have not been explored.

Situational Interview
The situational interview is a series of predetermined, hypo-
thetical, job-related questions, the responses to which are
evaluated against a set of example answers.
The interview is therefore highly structured in terms of both
the questions and the evaluation of the answers. The situ-
ational interview attempts to reduce the potential bias and
subjectivity of the interview. It produces an interview which has
some of the characteristics of a psychometric test. Typical job
situations need to be fairly straightforward, where job
behaviour is restricted to one or two dimensions. Where a
number of equally viable or acceptable responses could be
given, it becomes difficult to rate them
objectively in terms of their effectiveness.

Areas of Use
The situational interview was initially developed for use with
straightforward manual positions and exclusively in selection. It
has been used as a telephone pre-screening interview where there
are large numbers of applicants. More recent applications have
involved use in selection for clerical and administrative jobs.

Strengths and Limitations

Potential Strengths
• All candidates receive standard identical questions and the

information gathered is evaluated objectively.
• The questions are based exclusively on job situations.

Therefore, the content is viewed as being highly  relevant to
the job.

• A good level of predictive validity* has been found for
situational interviews.

Potential Limitations
• The underlying assumption of the situational interview is

that people’s intentions (as expressed in response to
hypothetical questions) are related to actual behaviour.
However, some researchers suggest that it may measure
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cognitive problem solving skills rather than typical patterns
of behaviour.

• The interview is open to social desirability responding. In
some cases, the interviewee may discern from the wording
of the question the answer the interviewer will rate
favourably.

• The time and expense of devising, running and scoring the
interviews can be very resource intensive.

• Articulate candidates may do better.
• Candidates may find the formality and structure of the

interview unfriendly and intimidating.
• Gaps in work history are not fully explored.
*Predictive validity - The ability of a measure to predict future
performance levels.

The Telephone Interview
The telephone interview refers to the medium in which the
interview is conducted, rather than any particular style of
interviewing. The telephone interview may be biographical or
competency based or indeed a combination of interview models.

Areas of Use
Whatever the type, the telephone interview is most frequently
used as an initial screening interview, either following short listing
from CV’s/application forms, or subsequent to initial web based
screening through bio data, tests and questionnaires.
The telephone interview is particularly valuable when it precedes a
more sophisticated selection process, perhaps involving significant
time and money in travel. It is also beneficial when the telephone is
a medium used a great deal in the job itself i.e. it can act as a
simulation in order to evaluate telephone communication skills.
Initial interviews for call centre staff can be conducted by phone.
The telephone interview can also be of particular benefit in terms
of convenience for potential employees who are going to be
home based, and may find travel to an initial interview inconve-
nient, preferring an exploratory discussion on the phone.

Strengths and Limitations
The strengths of the telephone interview are dependent on it
being conducted well. In addition to the considerations
outlined for other types of interview e.g. competency, the
following guidelines should be borne in mind:

Guidelines

• Help the candidate prepare for the interview and
acknowledge this format may be new to them. In particular
you may wish to:

• Make it clear in the advertisement or agency brief that you
will be conducting initial telephone interviews.

• Arrange a convenient day and time with each candidate just
as you would when preparing a face-to-face interview
schedule.

• When you make arrangements, indicate how long you
expect the interview to last and ask the candidate to try and
be alone with no distractions or interruptions.

• You will not have the normal visual clues, so expect to feel
different from face to face interviews. Early rapport
building will be needed to enable the candidates to present

themselves well. Do set out the parameters of the
interview in the normal way. Silence and hesitance may feel
more uncomfortable in the absence of eye contact, so do
tell the candidate that it is quite alright for them to pause
while they think or to go back to add pertinent
information.

• Most interviewers will need to consciously slow down. It is
harder for candidates to absorb questions if they cannot
see you. There may be a more frequent need to reframe
questions if the candidate is hesitant. On the telephone, it
is more difficult to discern whether hesitancy is giving you
valuable data on the candidate’s knowledge and experience,
their communication style or simply lack of understanding
of the question.

Potential Strengths
The strengths of the telephone interview are mostly connected
with efficiency and practicality.
• Candidates are more likely to be available early by telephone

than for a visit.
• Actual time spent setting up interviews is minimised. The

overall time frame may be reduced.
• A telephone interview can often be accommodated into

both parties’ working days (or evenings) without
disrupting other commitments.

• Meeting rooms will not necessarily be required.
• Potentially more candidates can be screened – a bonus

when the response has been high and it is only convenient
to interview a short list, or indeed when the market is not
on your side and it is tempting to interview marginal
candidates. It can save time and money to conduct initial
structured telephone interviews.

• Where good telephone skills are essential for the job e.g.
customer support staff, sales, helpline operators, telesales
people, reception staff, research assistants – the telephone
is a perfect simulation medium to assess relevant skills.

Potential Limitations
Most of the potential limitations have to do with the lack of
visual clues in communication.
• The interviewer needs enhanced skills of clarity and

empathy, and a willingness to use increased verbal
affirmations to encourage communication.

• Candidates will not always have positioned themselves to
participate in the interview without distraction.

• If the job does not require telephone communication,
individuals who are not comfortable with this medium of
communication will be disadvantaged.

10

Does The Interview Work?

There has been a considerable amount of research undertaken
into the selection interview. Much of the early research was
concerned with the overall outcome of the interview in terms
of its reliability and validity. More recent research has focused on
specific aspects of selection interviews such as nonverbal
behaviour of the interviewer and interviewee and the influence
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of personal perception on decision making in the interview.
The following sections explore the reliability and validity of
selection interviews and outline factors which influence
decision-making before, during and after the interview.

Reliability
Reliability refers to the consistency of judgements made by an
interviewer if she/he were to interview the candidate afresh on
a second occasion or if someone else were to interview the same
candidate. In practice, greater emphasis is placed on inter-rater
reliability; that is, the extent to which different interviewers
make the same assessment of the candidate they have seen,
either separately or together at a panel interview. Studies usually
show quite low levels of consistency between raters. Reasons
for low inter-interviewer reliability could be that interviewers are
not in fact basing their judgements on the same information, or
that they hold different perceptions of the candidate require-
ments. Good job analysis, providing selection criteria and
interviewer training tend to increase reliability.

Validity
Although it is essential to achieve a reasonable level of reliability
for the interview before it can be used as an assessment technique
with any confidence, it is also necessary to show that it is valid, i.e.
that it can predict training and/or job success. Over the years,
many studies have attempted to assess the ability of the inter-
view to predict job success. Statistical techniques (meta-analysis)
have allowed the summarisation of many different studies to
produce general conclusions about the validity of interviews.
Interviews appear to offer low but positive validity in relation to
work success. More recent studies suggest that different types of
interview may have different validities. Structured interviews,
with job relevant criteria derived from detailed job analysis, are
better at predicting future job performance.

What Are The Problems?
Many factors have been found to influence the decisions made
by interviewers. The basis for many decisions, however, stems
from factors outside the interview as well as those during it.
The following sections examine factors before, during and after
the interview which influence the resulting decision.

Before the Interview
Before the interview takes place, there are several factors which
will affect the way it will proceed.
• Lack of Clear Job Information - Research suggests that

the more information interviewers have about the job, the
more consistency there is between interviewers.

• Inappropriate Person Specification Stereotypes -
Interviewers selecting for the same post tend to share part
of their stereotype of a “good candidate” with their
colleagues, but also tend to hold additional personal views.

• Insufficient Preparation - Interviews which are not well
planned and structured tend to have poorer results.

• Limited Interview Skills Training - The absence of
some form of interviewer training, before the interview
takes place, is likely to increase any effect the above factors
may have.

• Ignorance of the Law - Equal Opportunities Legislation
(Sex Discrimination Act, Race Relations Act, Fair
Employment Act [Northern Ireland]) covers all selection
procedures. Interviewers should be aware of the
implications of these Acts for their behaviour at an
interview.

• Lack of Diversity Awareness - Training in diversity
awareness will help interviewers avoid being biased by
stereotypical views of members of different groups and to
interpret interview information in the relevant context.

During the Interview
The factors highlighted as potential problems before the
interview serve also as problems during the interview itself. For
example:
• First Impressions - These are usually lasting impressions.

Decisions tend to be made early on in the interview. Webster
(1964) demonstrated that in a series of 15 minute interviews
the average ‘decision time’ was just under four minutes.
After that, the decision predisposed the interviewer to
perceive and accept information that supported their
“decision”.

• Visual Cues - Several researchers suggest that non-verbal
sources of information are more important than verbal
ones. For example, it has been shown that successful
candidates look the interviewer in the eye more, smile
more, gesture more, and generally appear more
enthusiastic. With reference to candidates, it was also found
that interviewees who ‘liked’ their interviewer, were more
likely to accept offers. Visual cues are therefore important to
both parties.

• Hearing What They Want to Hear - Seeking information
which supports initial impressions suggests that
interviewers are selectively listening. The outcome could
lead to information being weighted differently by different
interviewers.

• Overweighting Negative Information - A number of
studies suggest that interviewers give more weight to
unfavourable information than to positive. This suggests
that negative information presented early in the interview
will be of considerable importance to the final decision.

• Overweighting Academic Qualifications - Interviewers
generally seem to give most weight to academic
achievement, even in jobs where it is not as relevant as
other factors (such as, for example manual skill, flexibility,
motivation etc).

• Attitudinal, Gender and Racial Similarity - A number
of studies suggest interviewers give higher ratings on
some traits to candidates who are like themselves. For
example, a study demonstrated that females were given
lower evaluations than males by male interviewers. Also,
both male and female candidates were more likely to be
recommended for traditional role stereotyped jobs.

• Cross Cultural Issues - Where interviewer and
interviewee approach the interview with different cultural
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assumptions, there is a risk of poor assessment of skills,
unless the interviewer is aware of the potential dangers and
how to deal with them.

• Questioning Style - Asking open questions and
sensitively probing responses will enhance the amount and
quality of information obtained from the interviewee.

After the Interview
Following the interview, additional factors can affect how the
information gathered is evaluated and selection decisions made.
• Contrast Effects - Studies suggest that assessment of a

candidate partially depends upon the other individuals
being rated at the same time, i.e. assessments seem to
come from person-to-person comparisons, rather than
from comparing each applicant thoroughly with the person
specification for the job. Although this may mean that the
“best” candidate is selected, in essence the decision has
been made between the available candidates. The “best”
candidate from a poor bunch may not be good enough!

• Pressure to Select - In studies where interviewers are
required to rate candidates on a range of different criteria, it
has been found that the average level of ratings increases,
when there is a strong pressure to fill a post urgently
(regardless of the quality of the candidates).

• Intuitive Decision Making - Interviewers are human.
Despite repeated calls for interviewers to base their
decisions on the objective evidence they have collected,
there remains a constant temptation to make overall
judgements based on intuition. The “gut-feel” school of
interviewing still has a few ardent supporters, as does the
“I-can-spot-’em-when-they-walkthrough- the-door”
school!

• Structured Interview Guides and Note Taking - There
is some evidence to suggest that interviewers who work to
a structure and who takes notes during the interview have
more accurate recall of applicants after the interview.

Overcoming the Problems
Considering all the potential problems associated with selection
interviews, it seems rather surprising that the procedure remains
the most popular method for assessing candidates for jobs. If
it was abolished there would be an uproar: employers want the
opportunity to meet potential recruits prior to making selection
decisions and candidates expect to be interviewed, feeling
cheated if they are not.
Hence it looks like the interview is here to stay, so how can it be
improved?

Before the Interview
• Analysing the Job - In order to conduct an interview

effectively it is imperative to establish what the job involves
and the specific skills and attributes needed to perform
successfully in the role. (Interviewers working from a good
job description are more likely to focus on key areas and
pay less attention to irrelevant information).

• Structuring the Interview - The more structured the
interview the better. Following a structure is probably the
single technique which is most likely to help in improving

the reliability of a selection exercise. Adherence to a
structure helps to ensure that for each candidate broadly the
same areas are covered. With a structure, the interviewer can
more easily monitor the progress of the interview,
ensuring that the discussion remains job-related.
Moreover, adherence to a structure exposes gaps in the
evidence collected, which might otherwise be overlooked.

• Planning the Interview - Careful consideration of pre-
interview information, application forms or CV’s is critical
in identifying relevant areas to explore further. Some
standard questions for all candidates can be prepared in
advance where this is appropriate.

• Training the Interviewer - Trained interviewers will not
only be more likely to demonstrate the appropriate skills of
effective interviewing, but they will also be more aware of
the potential pitfalls of interviewing as a selection technique.
Maintaining a healthy scepticism and an alertness to the
possibility of bias and stereotyping serves as an excellent
defence against the subjectivity and personal preferences,
which can so easily undermine the quality of evidence
collected.

During the Interview
• Obtaining Evidence - The interview should be planned

and conducted to collect relevant information about the
candidates, in order to make an assessment against the
selection criteria. Effective interviewing skills such as
questioning techniques, developing rapport, controlling
and summarizing also contribute to ensuring that
sufficient and appropriate information is collected.

• Taking Notes - It is difficult for an interviewer to
remember accurately everything that an interviewee has said
during the course of an interview. If the interviewer relies
solely on his or her memory, points will almost certainly be
forgotten or distorted. In order to limit this risk, note-
taking during the interview is strongly recommended. This
will enable interviewers to check that they have elicited all
the information they require against their predetermined
interview plan, and to check their understanding with the
interviewee. In addition, gaps in written information are
much more visible (and therefore difficult to ignore), than
gaps in information which is stored solely in the memory
of the interviewer. An accurate record of the interview is
useful evidence (of the objectiveness of decisions) should
a candidate challenge the selection process .

• More than One Interviewer? - In terms of perceived
fairness, involving  more than one interviewer, such as in a
panel interview may, particularly in the eyes of the
candidates, increase their confidence that the selection
decision is not based on one face to face encounter, which
may be subject to interview bias. Where no other selection
techniques are involved this may be particularly important.
However, facing more than one interviewer can be a rather
intimidating experience for some candidates.

• More than One Interview? - An alternative to panel
interviews is to conduct further interviews with different
interviewers, who may see the candidates in a different
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light. In discussion after the interview, the interviewers
should be able to compare evaluations and challenge each
other’s biases.

After the Interview
• Recording the Evidence - Note-taking during the

interview should be supplemented by note-taking after the
interview. During the interview, it is of course not possible
to fully cover all that is discussed, and therefore
interviewers should add to their notes immediately after
the interview has finished. Once this process has been
completed, the interviewer is then in a position to
undertake their final write-up of the interview. This should
be structured against the pre-determined selection criteria.

• Evaluating the Findings Effectively - Clear descriptions
of the selection criteria, with bench-marks of either detailed
behavioural description and/or numerical ratings,
encourage interviewers to evaluate specific aspects of
required performance, rather than make a generalised
judgement of “I liked that person”. Ratings should be
completed after the interview on each candidate, together
with written evidence to support the rating.

• Using Other Assessment Techniques - Interviews can be
an efficient and cost-effective means of collecting certain
types of information (for example, about past work

Attracting and RetainingAttracting and Retaining
PeoplePeople

Recruitment and Selection
Methods

RECRUITMENT METHODSRECRUITMENT METHODS

� Internal vs. external
� Direct vs. Indirect
� Third party 

experience or personal presentation). However, they are a
less reliable technique for gathering information about other
potentially important characteristics, such as aptitude. For
this reason, it is recommended that information collected
from interviews should be supplemented by the use of
other assessment techniques such as ability tests or
personality questionnaires, which can provide objective and
reliable evidence about the suitability of the candidate. The
use of multiple assessment techniques in assessment centres
has been repeatedly demonstrated to improve the validity of
a selection procedure.

Exercises

1. Under what set of conditions is external recruitment
recommended?

2.  Describe the uses and precautions regarding applications
blanks.

 3.  Describe how practices your university uses to select faculty
members can impact its competitive advantage.

4. Describe 3 ways in which effective recruitment activities can
help an organization gain competitive advantage.

5. Compare and contrast the 3 types of employment
agencies.

6. How can a manager make a favorable impression on the
candidate during an interview?

7. A group Activity:
• Design an Ad for your school for attracting students

for BBA and MBA courses.
• Design a selection process for the same.
• Present your designed format in the class and discuss.
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Personnel Selection Methods: An Personnel Selection Methods: An 
Integrated SystemIntegrated System

� Leaderless Group Discussion
� Role Playing 
� Assessment Center Exercises 

InterviewingInterviewing

� Objectives of an employment interview
� Broad search areas through interview
� Process of interview 
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UNIT - 1
ATTRACTING AND RETAINING PEOPLE

CHAPTER 2:  RECRUITMENT AND
 SELECTION PROCESS

LESSON 5:
 SAMPLE APPLICATION FORMS

CONTENTS:  SAMPLES OF FORM

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� identify the various information required of 
the person(s) applying for a job

� Analyze each information in terms of internal 
relevance and external environmental factors

� suggest methods for designing this form
� contribute to the selection process.

Contents : Samples of form
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LESSON 5:
SAMPLE APPLICATION FORMS

Dear students let us all do an in-depth study of the given
forms which are given to an applicant when he first comes to an
organisation. You all need to develop the skill to view each item
in terms of rationale, relevance etc.
This is to keep in mind that we do not end up asking irrelevant
questions, or barging into someone’s personal world. The legal
requirement has to be taken into consideration as well. The aim
of recruitment and selection have to be wisely fulfilled ,
avoiding discriminatory practices.
A.
Interview Assessment Form (Please Complete And Return To
The Personnel Office)
Department
Post
Name
Interview Panel
Qualifications
Research
Teaching
Administration
General Comments
Recommendation
Appoint: Yes/No
Salary
Starting Date
B.

Sample Recruitment Policy

Anytown CVS

Recruitment Policy

1.  Introduction
This document explains the CVS’ policy on the recruitment and
selection of paid staff. It will be made available on request to
applicants for CVS posts and will be used by line managers who
are responsible for recruiting staff, to ensure consistency. All
selection decisions will be based on  skills, qualifications and
experience.

2.  Equality Commitment
CVS believes that no person or group should be treated less
favourably in employment because of their race, religion,
gender, disability, sexual orientation, age or offending back-
ground.
Staff appointments will be monitored to ensure no discrimina-
tion occurs at the point of selection.
CVS recognises that apart from job related qualifications and
experience, other knowledge and experience may be equally valid

in the appointment of a worker and are particularly relevant in the
case of people from groups which experience discrimination.
Where the policy refers to a disabled person, we are using the
definition under the Disability Discrimination Act, which states
that someone is a disabled person if they have:
…a physical or mental impairment, which has a substantial and
long-term adverse effect on their ability to carry out normal day-
to-day activities…

3.  Job Description
When a vacancy arises a job appraisal will be carried out and the
job description brought up to date.
Job descriptions will be flexible and allow for reasonable
adjustments to be made should disabled people apply.
The job description will include the following information:
• Title
• Overall role of post
• List of principal responsibilities and duties (around 8 to 12

very brief statements)
• General duties such as attending internal meetings,

representing CVS, preparing reports and statistics,
undertaking training

• Responsibility to work in a way that promotes equality
• General statement: ‘This is not a complete statement of

duties and may be amended in the light of changing needs
of the organisation after consultation with the postholder’.

4.  Person Specification
The person specification is a statement of the specific skills,
knowledge, experience and attributes required to undertake the
tasks involved in the job. It will be used as a basis for selecting
candidates to be shortlisted and for decision-making during the
interview itself by providing known, appropriate, justifiable
and agreed criteria.
The criteria will be testable against the application form and
interview. No criteria will be used for shortlisting or selection
that are not included in the person specification.
Criteria will be divided into those that are essential (candidates
must have these) and those that are desirable (can be acquired
after appointment). Genuine Occupational Qualifications will
be included, where appropriate, with justification.
No artificial barriers to age, disability, gender or race will be
included.
All posts will be open to applicants between the ages of 18 and
65, except in exceptional circumstances.
Formal qualifications will not usually be required unless necessary
and related to the job. If so, this will be stated in the person
specification. Equivalent overseas qualifications will be regarded as
acceptable. Any doubts over comparability will be checked.
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Full consideration will be given to all types and lengths of
experience, including voluntary work experience.
The criteria may be weighted. The recruitment panel will make
this decision.
1. Career development

CVS is an Investor in People and is committed to supporting
the development of its employees.  Equality monitoring
information shows that while minority ethnic employees are
reasonably well represented at lower levels, this is not the case
for more senior jobs.
To increase development opportunities for all employees and to
ensure employees from under-represented groups have
opportunities to progress to more senior positions, the
Director and Deputy Director have the authority to approve
internal only advertising of vacant posts in certain circum-
stances, which are:
• Where there are potentially interested and suitably

experience applicants on lower grades
• Where there are employees occupying posts at risk of

redundancy, who meet the minimum criteria for the post.
Some funders require all new posts to be externally advertised
and it may not be possible to offer internal only advertising
under these circumstances.
The following circumstances do not constitute new posts and
these would not be advertised internally or externally:
• Existing part-time posts which are allocated additional

hours, where the overall nature of the posts remains
unchanged and the increase in hours is less than 50%.

• Existing posts that are re-graded following additional
responsibilities, where the overall nature of the posts
remains unchanged.

2. Advertising
Where posts are externally advertised, advertisements will be
designed and placed to attract as wide a group of suitable
applicants as possible. CVS maintains a list of outlets where job
advertisements are placed. This is available on request.
Organisations will be added to the list on request.
For temporary, short-term posts of less than six months
duration, advertising may be restricted to those outlets that do
not charge an advertising fee.
All advertisements will carry CVS’ statement of commitment to
equality, the disability symbol and the date of the interview. We
will make sure we provide job information in accessible formats
for disabled people.

5.  Information to Applicants
The following papers will be sent out to job applicants:
• Covering letter, including date of interview and named

person who can discuss job with applicant.
• Job description
• Person specification
• Summary of terms and conditions
• Foundation statement
• Background information relating to the post

• Application form
• Equality monitoring form
• Disabled people at work – options form
• CVS leaflet.
Applicants who are not short-listed will be advised by standard
letter before the interview date.

6.  Information to short-listed
candidates
Letters to candidates invited for interview will include:
• A request for an indication of any ‘reasonable adjustments’

which CVS should attend to.  Applicants who have indicated
they are disabled will be asked to give sufficient details to
enable the panel to take into consideration any adjustments
that need to be made to the interview arrangements or the
post.

• Details and a map of where the interviews will be held.
• Outline of the format of the selection process, e.g. formal

interview, written exercise, group work.
• The times at which the candidate will be required to attend.
• Details of any additional material the candidate will be

required to bring.
• Any other information relative to the day.
• Names of panel members

7.  Selection Panel
All selection decisions will be made by a panel and not by an
individual. There will be at least two people for posts graded 3
and below and at least 3 people for all other posts. Panels will,
where possible, reflect groups that experience discrimination in
their make-up in an attempt to eliminate stereotyping and bias.
Panels will always include the line manager and a person with
expertise in the job area. Other panellists will be drawn from the
CVS committee, partnership bodies, user groups or senior staff.
The Development Manager will provide briefings to each
selection panel on how to ensure the process for recruitment
and selection complies with the CVS Recruitment Policy and
avoids discrimination.

8.  Shortlisting
Shortlisting will be on the basis of essential and desirable
criteria that will be applied consistently to all applicants.
Disabled applicants will be offered the choice of applying under
the ‘guaranteed interview’ scheme and if they do so, should
complete the ‘disabled people at work options form’. If they
apply under the scheme, they will be guaranteed an interview, if
they meet the essential criteria. Assumptions will not be made
about whether or not they are able to do the job.
Only completed application forms will be considered, except
where disabled people need to send in applications in other
formats. Personal information will be separated from the forms
on receipt and will not be seen by the panel until the
shortlisting is completed. The disabled people option form will
be kept with the application form to ensure the shortlisting
panel takes account of reasonable adjustments needed. CVs
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may be included to give additional information, but will not be
considered on their own without the appropriate form.
Application forms may be completed in handwriting or by
word processor and can be downloaded from the CVS’ website
at www.anytowncvs.org.uk Applicants who do not have access
to a computer may be able to use the one at The Centre,
Anytown.

9.  Interviewing
All questions at interview will relate to the person specification.
Each candidate will be asked about the same main areas and will
not be asked about their personal circumstances.
The selection panel will prepare questions and agree who will
ask which questions before the interview.
All candidates will be asked about their commitment to equality
and how they will ensure their work promotes this.

10.  Certificates and Qualifications
Candidates will only be asked to bring certificates or evidence of
qualifications where these are necessary criteria for the post or as
evidence of identity or evidence of their commitment to
learning and development.

11.  Asylum and Immigration Act 1996
All candidates will be asked to provide evidence that they are
eligible to work in the UK. This will be a document showing
name and NI number from a previous employer, Inland
Revenue, Benefits Agency, Contributions Agency or Employ-
ment Service and could be a P45, payslip, P60, NI card or letter.

12.  Selection and Rejection
Decisions about selection will be made in accordance with the
person specification.
Once the person has been selected and confirmed their accep-
tance, all unsuccessful applicants will be informed. Short-listed
candidates will be offered the chance to discuss the reasons why
they were not appointed. Because of resource implications, this
opportunity will not be pro-actively offered to other applicants.
However, we will endeavour to give feedback, if requested.

13.  References
References are always taken up on candidates who successfully
complete the interview stage but will only be referred to after
interviews have taken place. They will be used to verify factual
information and to support or deny the appointment of a
candidate, not to choose between candidates.

14.  Pre-employment health checks
If the selected applicant has taken considerable amounts of sick
leave not related to a disability in recent posts, or had to leave
previous posts because of sickness not related to a disability, the
recruitment panel may decide to refer the applicant for an
Occupational Health assessment prior to confirming an
appointment. In these cases, an offer of employment will not
be made until the health check has been carried out and the
panel is satisfied with the result. Past sickness, which is not
recurrent, will not automatically bar candidates from selection.
Where sickness is related to a disability, the panel will take this into
consideration when considering adjustments that need to be made.

15.  Recruitment of ex-offenders
As an organisation using the Criminal Records Bureau’s (CRB)
Disclosure service to assess applicants’ suitability for positions
of trust, Anytown CVS complies fully with the CRB Code of
Practice.
A Disclosure is only requested if it is both proportionate and
relevant to the position concerned.  For those positions where a
Disclosure is required, all application forms, job adverts and
recruitment briefs will contain a statement that a Disclosure will be
requested in the event of the individual being offered the position.
Where a Disclosure is to form part of the recruitment process,
we encourage all applicants to provide details of their criminal
record at an early stage in the application process. We request
that this information is sent under separate, confidential cover,
to a designated person within Anytown CVS and we guarantee
that this information is only seen by those who need to see it as
part of the recruitment process.
If the person selected starts work before the Disclosure is
received, they will not be able to work unsupervised with
children, young people or vulnerable adults until a satisfactory
Disclosure is received.
Unless the nature of the position allows Anytown CVS to ask
questions about your entire criminal record, we only ask about
“unspent” convictions as defined in the Rehabilitation of
Offenders Act 1974.
We ensure that all those in Anytown CVS who are involved in
the recruitment process have been suitably trained to identify
and assess the relevance and circumstances of offences. We also
ensure that they have received appropriate guidance and training
in the relevant legislation relating to the employment of ex-
offenders, e.g. the Rehabilitation of Offenders Act 1974.
At interview we ensure that a discussion takes place on the
subject of any offences or other matter that might be relevant to
the position. Failure to reveal information that is directly
relevant to the position could lead to withdrawal of an offer of
employment.
We make every subject of CRB Disclosure aware of the
existence of the CRB Code of Practice and make a copy available
on request.
We undertake to discuss any matter revealed in a Disclosure
with the person seeking the position before withdrawing a
conditional offer of employment.
Having a criminal record will not necessarily bar you from
working with us. This will depend on the nature of the
position and the circumstances and background of your
offences.

17.  Retention of information
Anytown CVS complies fully with the CRB Code of Practice
regarding the correct handling, use, storage, retention and
disposal of Disclosure information and its obligations under
the Data Protection Act.
All application forms, notes and Disclosures relating to
unsuccessful applicants will be kept confidentially for one year
and then destroyed by secure means.
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This information will only be used in the event of any com-
plaints or claims to employment tribunals or in circumstances
where funders require us to keep this information for audit.

The chair of the selection panel or the officer in charge will
ensure that notes are kept to record the reasons for selection or
rejection of candidates and the scores of candidates if any are
used.  These notes will be kept as in the above paragraph.
Any rough notes made by interviewers to act as memory aids
when making the decision will be destroyed immediately after
the interview by the interviewers.
Disclosure information is not kept on an applicant’s personnel
file and is kept separately and securely with access limited to
those who are entitled to see it. CVS recognises it is a criminal
offence to pass this information to anyone not entitled to
receive it.
However, we may keep a record of the date of issue of a
Disclosure, name of subject, reference number and decision
taken.  We may also keep equality monitoring data on applicants.

18.  Monitoring of recruitment
information
The officer responsible for the recruitment will ensure the
Equality Summary sheet is completed with details of gender,
ethnicity and disability of all applicants, those who were
shortlisted and those who were selected.  This information will
be considered by the Equality Monitoring Committee who will
advise on any action needed if the profile of applicants does
not reflect the population profile within CVS’ area of remit.

Sample Documentation
Job Description Proforma
Organisation  ____________________________________
Job Title  _______________________________________
Responsible to  __________________________________
Responsible for  __________________________________
Status of Post  ___________________________________
Grade _________________________________________
Hours _________________________________________
Salary  _________________________________________
Location  _______________________________________
Summary  ______________________________________
Specific Duties ___________________________________
Date Implemented  _______________________________

Personnel Specification Proforma
The personnel specification shows essential skills, abilities,
knowledge and/orqualifications required to be able to carry out
the duties of this post. Please therefore address, in completing
the application form, each criterion listed in the specification,
drawing upon all of your experience, whether at work or on a
voluntary basis.
Organisation
Job Title

Attainments
Qualifications Essential
Desirable
Experience Essential
Desirable
Special Aptitudes Essential
Desirable
Interests Essential
Desirable
Disposition Essential
Desirable
Appendix 4
Post: Application Ref No:

Closing Date
Please complete all sections of this application using black ink
or typescript.

Personal Particulars
Name
Address
Telephone Number for Contact:
Email

Education
Subjects passed at ‘O’ Level/GCSE or equivalent Subjects
passed at ‘A’ Level/GCSE or equivalent
Degrees or diplomas with dates and institutions attended
Professional Qualifications

Name of professional body or bodies
(i) By Examination
Date and Result
(ii) By Election

Present or Last Employer (If Any)
Name and Address
of present employer
(or last employer)
_____________________________________________________________________________
Post Held:
_____________________________________________________________________________
Duties of Post:
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
_____________________________________________________________________________
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Date Appointed:_____________ Present Salary:
_____________ Period of Notice: ____________

Voluntary Service Or Community Work
Please give details of any voluntary service or community work
that you have undertaken on an unpaid voluntary basis.

Work Experience
Please list, starting with the latest, any previous positions you
have held, with a brief description of duties and dates.

Relevant Experience To This Post
Using the Personnel Specification, how do your skills, experi-
ence and abilities relate to this post?

Referees
Please name two referees, who should have knowledge of you
in a working/academic capacity.
1 Name
___________________________________________________________________
Address
____________________________________________________________________
___________________________________________________________________
Telephone No
_______________________________________________________________
Position
___________________________________________________________________
2 Name
____________________________________________________
Address
___________________________________________________________________
________________________________________________________________
Telephone No
_________________________________________________________
Position
________________________________________________________________
These referees may be approached if you are shortlisted for
interview, unless you specify otherwise.

Declaration
I declare that the information set forth in this application form
is, to the best of my knowledge, true
and complete
Signature:
______________________________________________________
Date:
_____________________________________________________
Please Return To:
XXXXXXXXXXXX
XXXXXXXXXXXX
XXXXXXXXXXXX

Equal Opportunities Monitoring Form
(in strictest confidence)
1 Perceived Religious Affiliation

I am a member of the Protestant community
I am a member of the Catholic community
I am a member of neither the Protestant nor the Catholic
community
Please specify__________________________________
2 Gender
I am FEMALE MALE
3 Marital Status
I am MARRIED SINGLE OTHER
4 Disability
YES NO
5 Age Band
16-20 21-30 31-40 41-50 51-60 61-65
6 Cultural/Ethnic Origin
Chinese Traveller
Indian Black/African-Caribbean
Pakistani White
Asian Others Other
(please specify)_______________ (please
specify)______________
7 Dependants (please specify) _____________________

Interview Assessment Sheet

Job Title________________________
Name of Applicant_______________________________
Interviewer____________________________
Date_________________
Criteria
Notes Marks
Available
100
Marks
Awarded
Attainments
(Qualifications
and Experience)
50
Special Aptitudes
30
Interests
15
Disposition
5
Total Score _______________
General Comments

Regret Before Interview
Date
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Name
Address
Dear
Shortlisting For The Post Of
________________________________________

Thank you for submitting an application form for the above
position.
I regret to inform you however that you have not been
shortlisted for interview on this
occasion.
May I take this opportunity to thank you for your interest in
our organisation and to
wish you every success in the future.
Yours sincerely
Chair of Panel

Interview Letter
Date
Name
Address
Dear

Interview For The Post of

________________________________
Thank you for your application for the above position. I have
pleasure in inviting you
to these offices on ____________________ at
_________________.
I would be grateful if you could confirm that you will be
attending the interview by
phoning myself on ___________. Please advise if you have
any requirements we
should be aware of to assist you in the interview.
I look forward to meeting you.
Yours sincerely
Chair of Panel

Regret After Interview
Date
Name
Address
Dear

Interview For The Post Of
__________________________________________

I am sorry to give you the disappointing news that you have
not been successful in
your interview for the above post.
The Panel appreciates the time you took in preparing for and
attending the interview

and regrets that you have not been successful.
I would like to take this opportunity to thank you for your
interest in our organisation
and wish you every success for the future.
Yours sincerely
Chair of Panel

Reserve Letter
Date
Name
Address
Dear
Re: NAME OF POST
______________________________
I am sorry to give you the disappointing news that you have
not been successful in
your interview for the above post.
The Panel was, however, very impressed by your interview, and
would like to hold
your application on reserve should this vacancy arise again in the
next six months.
We appreciate the time you took in attending the interview and
regret that you have
not been successful on this occasion.
Thank you for your interest in our organisation and its work.
Yours sincerely
Chair of Panel

Letter of Offer
Date
Name
Address
Dear

Interview For The Post Of
______________________________________________

I am pleased to formally confirm our offer of employment for
the above post, subject
to receipt of satisfactory references from your two referees.
I enclose two copies of written statement of terms and
conditions of employment. I
would request that you sign these and return one to me for
your personnel file.
I list below the main terms and conditions:
1 Salary:
You will be placed on £_________ per annum - ____ grade.
2 Commencement Date:
I confirm that your start date will be
_____________________.
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3 Status of Post

Your post is a full-time/part-time permanent/fixed-term
position.
4 Annual Leave:
You will be entitled to 25 days paid holidays per annum (pro
rata). Your
current entitlement will be ____ days from your commence-
ment date.
Statutory days are in addition to this.
5 Probationary Period:
Your probationary period will last for three months.
6 Hours weekly

You will be required to work ___ hours per week. The office
closes at 4.30
pm on Friday.
I have enclosed a copy of our Terms and Conditions of
Employment booklet for your
information.
Please contact me if you have any queries about the terms and
conditions. We would
like to take this opportunity to wish you well in your new
appointment and look
forward to you joining the organisation.
Yours sincerely
Chair

Application for Employment

Name Date
Home Phone Number (     )Current Address
Work Phone Number (     )

Previous Address Social Security Number

Are you prevented from being law fully employed in the United States? [   ]  Yes   [   ]  No
Are you 18 years of age or older? [   ]  Yes   [   ]  No
For reference purposes, have you worked or attended school under a former name?
   If yes, please list former name: [   ]  Yes   [ ]  No

Have you ever applied here before?  If yes, when? [   ]  Yes   [   ]  No
Have you ever been employed here before?  If yes, when? [   ]  Yes   [   ]  No

Are any relatives currently employed here?  If yes, give full name: [   ]  Yes   [   ]  No
Are you able to perform the essential functions of the job you are applying for?
     If no, what accommodation would assist you? [   ]  Yes   [   ]  No

How did you hear about the company?

Type of School Name and Location Did you graduate? Grade
Average

Major/Minor

High School [   ]  Yes   [   ]  No

Trade School or 
Junior College [   ]  Yes   [   ]  No

College or University [   ]  Yes   [   ]  No

Graduate School [   ] Yes   [   ]  No

Military or Other [   ]  Yes   [   ]  No

Seminars and Classes

Professional License 
or CertificationE

d
u

ca
ti

on
, T

ra
in

in
g 

an
d

 S
p

ec
ia

l S
ki

lls

Software or 
Equipment

Employment Preference

Position Desired Earnings Desired

Are you available to travel? [   ]  Yes   [   ]  NoLocation Desired
Are you willing to relocate? [   ]  Yes   [   ]  NoO

b
je

ct
iv

es

Career Objectives
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So you see how different organisations follow different practices as per recruitment and selection. To learn more please approach a
company have study their application form and understand the logic of a particular format and selection of items.

Attracting and RetainingAttracting and Retaining
PeoplePeople

Recruitment and Selection
Methods

RECRUITMENT METHODSRECRUITMENT METHODS

� Internal vs. external
� Direct vs. Indirect
� Third party 

RECRUITMENT METHODSRECRUITMENT METHODS

� Internal vs. external
� Direct vs. Indirect
� Third party 

InterviewingInterviewing

� Objectives of an employment interview
� Broad search areas through interview
� Process of interview 
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UNIT - 1
ATTRACTING AND RETAINING PEOPLE

CHAPTER 2:  RECRUITMENT AND
 SELECTION PROCESS

LESSON 6:
DOCUMENTATION OF PEOPLE

REQUISITIONED

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Analyzing and describing the job contribute
effectively to the process.

� Understanding information and documentation
needed for clear specifications of personnel required

� Draft a job description and person specification
� survey relevant issues

Contents : Job Analysis

Nature, Process, And
Information Provided,

Job Description
Nature, Purpose And Action Checklist
And Sample Job Descriptions

Person Specification

Nature, Content, Preparation And
Sample Person Specifications

Exercises
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LESSON 6:
DOCUMENTATION OF PERSONNEL REQUIRED

Draft a Job Description
Creating a job description is a key step in the recruitment
process. It is important to know what your requirements are,
and potential candidates need the necessary information to
determine whether they are suitably skilled to apply. It can also

Dear students,
In this lesson we will be discussing the nature of information
and documentations required as a foremost step of requisi-
tioning people- the foundation, as you are aware being the job

No
Yes

Yes No

No
Yes

Yes No

Job requisition
(replacement or
new position)

Check need for
replacement –

is the engagement
authorisee?

Does a job description
and personnel

specification exist?

Select
candidate

Place
internal

advertisement

Is there a
Suitable supply of

Internal candidates?

Are the terms/conditions

of employment agreed?

Review and
update

Determine
selection
methods

Preparation and
publicatin of
information

Evaluate
alternative

media

Agree terms
and conditions

Analyse
job:

P

Obtain authority of
adopt altermative
(such as overtime,

reorganization)

help you determine whether a full or part-time member of staff
is required.
The number and type of applicants who respond to your
position vacant advertisement will depend upon the quality of
your job description. It is crucial for providing the platform
from which the job is defined.

The Recruitment Process

description and person specification. Let us first try to under-
stand what is job analysis.
You must understand that Job analysis provides the basis for
determining what types of information should be obtained
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requirements to permit an analysis of application forms,
employment tests, interviews, and reference checks of indi-
vidual candidates.

Job Analysis is
‘The process of collecting, analyzing and setting out informa-
tion about the content of jobs in order to provide the basic for
a job description and data for recruitment,  training, job
evaluation and performance management. Job analysis concen-
trates on what job holders are expected to do.’ (Armstrong)

Now let us go through the 6 Steps In Job Analysis

                                 

 
 

 

 

Select representative positions to analyze                                                     3

Identify how information will be used                                           1

Review background information                                                                             2

Collect data to analyze job                                                                  4 

Review information with incumbents                           5

Develop Job Description / Person Specification 6 

Purpose of the 
job

Content of the 
job

Accountabilitie
s

Performance
criteria

Responsibility

Organisational
factors
Developmental
factors

Environmental
factors

This might seem obvious. Someone being recruited to the accounts department will be expected to 
process or provide financial data. But this has to be set in the context of the o rganisation as a whole.

The tasks you are expected to do. If the purpose of the job is to ensure, for example, that people get 
paid on time, the tasks involved include many activities related to payroll.

These are the results for which you are responsible. In practice they might be phrased in the same way 
as a description of a task.

These are the criteria, which measure how good you are at the job. For a payroll technician,
performance criteria include task-related matters such as the timeliness and accuracy of your work -
which are easily assessed.

This denotes the importance of the job. For example, a person running a department and taking 
decisions involving large amounts of money is more responsible that someone who only does what he 
or she is told. Similarly, someone might have a lot of discretion in determining what he or she will do 
or how he or she spends the day, whereas other people's tasks might be programmed in some detail 
according to a predictable routine.

Who does the jobholder report to d irectly (line manager) or on grounds of functional authority?

Relating to the job, such as likely promotion paths, if any, career prospects and so forth. Some jobs are 
'dead-end' if they lead nowhere.

Working conditions, security and safety issues, equipment etc.

from the applicant, from previous employers, and from other
sources. Even though many companies are laying off substan-
tial portions of their workforces, employee selection is a vital
part of HRM. Personnel selection is important in the building
of a productive workforce. Determining the qualifications of
job candidates requires that as much information as possible be
obtained from the candidates and other sources. It is important
for you to understand that the information that is collected
should be relevant for to the job and sufficiently reliable and
valid. HR practitioners should have an understanding of job

A job analysis provides a lot of information such as
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Case Example
People Management, 6 March 1997, described work set, a job
analysis system developed by Belbin. Work set uses color-
coding to classify work and working time into seven types.
1. Blue: tasks the job holder carries out in a prescribed

manner to an approved standard
2. Yellow: individual responsibility to meet an objective

(results, not means)
3. Green: tasks that vary according to the reactions and needs

of others
4. Orange: shared rather than individual responsibility for

meeting an objective
5. Grey: work incidental to the job, not relevant to the four

core categories
6. White: new or creative undertaking outside normal duties
7 Pink: demands the presence of the job holder but leads to

no useful results

Methods of Collecting Job Analysis Data
You should know that a variety of methods are used to collect
information about jobs. None of them, however, is perfect. In
actual practice, therefore, a combination of several methods is
used for obtaining job analysis data. These are:
• Job performance: In this method the job analyst actually

performs the job in question.
• Personal observation: The analyst observes the worker(s)

doing the job.
• Critical incidents : The critical incident technique (CIT) is

a qualitative approach to job analysis used to obtain
specific, behaviorally focused descriptions of work or other
activities. Here the job holders are asked to describe several
incidents based on their past experience. The incidents so
collected are analysed and classified according to the job
areas they describe.

• Interview: The interview method consists of asking
questions to both incumbents and supervisors in either an
individual or a group setting.

• Questionnaire method : The questionnaire is a widely
used method of analysing jobs and work. Here the
jobholders are given a properly designed questionnaire
aimed at eliciting relevant job-related information.

Please refer to the questionnaire attached at the end of the
lesson. This will give you an insight into how information
regarding job is collected through a questionnaire.  The job
analysis is used to develop the job description and person
specification. What is job description??

Definition
Job description. A job description sets out the purpose of a job,
where it fits in the organisation structure, the context within
which the job holder functions and the principal accountability of
job holders and the main tasks they have to carry out

Purpose Comment
Organisational

Recruitment

Legal

Performance

The job description defines the 
job's place in the organizational 
structure

The job description provides
information for identifying the
sort of person needed (person
specification)

The job description provides the 
basis for a contract of
employment

Performance objectives can be
set around the job description

Purpose of Job Description

Ensure that the job description is explicit in its wording. Make it
concise and targeted. Even if you need someone to be adapt-
able as your business grows, it still helps to be clear in your aims
and those of the company.
You may wish to consider the following points in drawing up a
description:
• Determine salary - make sure you are aware of the market/

industry rate for the job you are recruiting for
• Title - make sure it accurately describes the job that you are

recruiting for
• Location and hours - will the candidate be expected to

travel, or can you foresee a need for this? And what are the
core working hours?

• Who is the boss? Who will the candidate be reporting to?
In turn, will anyone be reporting to them? What are the
overall supervisory responsibilities, if any?

• Role overview - a paragraph to summarize the job, perhaps
including why it exists and how it might develop

• Functional responsibilities - draw up a list of at least five
duties here, in order of importance. Also indicate frequency
of tasks, deciding what is routine and what is not

• Deliverables - what will you expect of the candidate? Make
sure these goals are well-defined, taking both short-term
and long-term views

• Education, experience, skills - define what is essential and
desirable for the post

• Personality/style - what sort of person would best fit this
role? A couple of keywords will give yourself and a
potential candidate a rough idea about the right sort of
person

The guiding principles of creating a job description is not only
to get the right staff for your business, but to keep staff
focused once they are hired. You will also be able to see if they
have met your expectations. A good job description can be used
throughout the employee’s tenure in that position, helping
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6 Experience/Education: experience not required, minimum 3
GCSEs or equivalent

7 Training to be provided: initial on-the-job training plus regular
formal courses and training.

8 Hours: 38 hours per week.
9 Objectives and appraisal: Annual appraisal in line with

objectives above.
10 Salary: refer to separate standard salary structure.
Job description prepared by: Head office personnel department.
On a lighter note: Job description for parents (And u thought
being a teenager was difficult!!!!!!!!!!!!!!!)
Job Description : Long-term team players needed for challeng-
ing permanent work in an often-chaotic environment.
Candidates must possess excellent communication and
organisational skills and be willing to work variable hours,
which will include evenings and weekends and frequent 24-hour
shifts on call. Some overnight travel required, including trips to
primitive camping sites on rainy weekends and endless sports
tournaments in faraway cities. Travel expenses not reimbursed.
Extensive courier duties also required.
Responsibilities : Must provide on-the-site training in basic
life skills, such as nose blowing. Must have strong skills in
negotiating, conflict resolution and crisis management. Ability
to suture flesh wounds a plus. Must be able to think out of the
box but not lose track of the box, because you most likely will
need it for a school project. Must reconcile petty cash disburse-
ments and be proficient in managing budgets and resources
fairly, unless you want to hear, “He got more than me!” for the
rest of your life. Also, must be able to drive motor vehicles
safely under loud and adverse conditions while simultaneously
practicing above-mentioned skills in conflict resolution. Must be
able to choose your battles and stick to your guns. Must be able
to withstand criticism, such as “You don’t know anything.”
Must be willing to be hated at least temporarily, until someone
needs £5 to go skating. Must be willing to bite tongue repeat-
edly Also, must possess the physical stamina of a pack mule
and be able to go from zero to 60 mph in three seconds flat in
case, this time, the screams from the backyard are not someone
just crying wolf. Must be willing to face stimulating technical
challenges, such as small gadget repair, mysteriously sluggish
toilets and stuck zippers. Must screen phone calls, maintain
calendars and co-ordinate production of multiple homework
projects. Must have ability to plan and organize social gatherings
for clients of all ages and mental outlooks. Must be willing to
be indispensable one minute, an embarrassment the next. Must
handle assembly and product safety testing of a half million
cheap, plastic toys and battery operated devices. Also, must have
a highly energetic entrepreneurial spirit, because fund-raiser will
be your middle name. Must have a diverse knowledge base, so
as to answer questions such as “What makes the wind move?”
or “Why can’t they just go in and shoot Saddam Hussein?” on
the fly. Must always hope for the best but be prepared for the
worst. Must assume final, complete accountability for the
quality of the end product. Responsibilities also include floor
maintenance and janitorial work throughout the facility.

both employer and employee to determine development and
growth.

Action Checklist
• Be clear and concise about what the role entails
• Draft a comprehensive description taking your cue from the

suggestions above
You might have noticed that Job applications usually ask
candidates to fill in a job application or send information about
themselves and their previous job experiences. How does an
organisation decides what to ask and what not to. Let us today
examine the need for having a structured documentation
process in identifying probable candidates for the job.

Sample of Job Description
Here are few examples of job descriptions.

Job Description
1 Job title: Baking Furnace Labourer.
2 Department: ‘B’ Baking.
3 Date: 20 November 19XO.
4 Prepared by: H Crust, baking furnace manager.
5 Responsible to: baking furnace chargehand.
6 Age range: 20-40.
7 Supervises work of: N/ A.
8 Has regular co-operative contract with: Slinger/Crane driver.
9 Main duties/responsibilities: Stacking formed electrodes in

furnace, packing for stability. -Subsequently unloads baked
electrodes and prepares furnace for next load.

10 Working conditions: stacking is heavy work and requires
some manipulation of 100lb (45kg) electrodes. Unloading
is hot (35° - 40°C) and very dusty.

11 Employment conditions:Wages £3.60 ph + group bonus
(average earnings £219.46 pw).Hours: Continuous rotating
three-shift working days, 6 days on, 2 days off. NB must
remain shift until relieved.Trade Union: National Union of
Bread Bakers, optional.

Midwest Bank Plc
1.  Job Title Cleark (Grade 2)
2. Branch All branches and administrative

offices.
3 Job summary To provide clerical support to

activities within the bank.
4 Job content Typical duties will include

a. Cashier’s duties;
b. Processing of branch clearing;
c. Processing of standing orders;
d. Support to branch management.

5 Reporting structure  Administrative officer/assistant
manager
Supervisor (Grade 3)
Clerk (Grade 2)
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Possibility For Advancement And Promotion : Virtually
none. Your job is to remain in the same position for years,
without complaining, constantly retraining and updating your
skills, so that those in your charge can ultimately surpass you.
Previous Experience : None required, unfortunately. On-the-
job training offered on a continually exhausting basis.
Wages And Compensation : You pay them, offering frequent
raises and bonuses. A balloon payment is due when they turn 18
because of the assumption that college will help them become
financially independent. When you die, you give them whatever is
left. The oddest thing about this reverse-salary scheme is that you
actually enjoy it and wish you could only do more.

Benefits : While no health or dental insurance, no pension, no
tuition reimbursement, no paid holidays and no stock options
are offered, job supplies limitless opportunities for personal
growth and free hugs for life if you play your cards right..Now
please seriously! Let us review how exactly a job description is
designed in a formal organization.
Activity (20 minutes)

Studying has placed you in a role in which you have to perform
a fairly Consistent set of  duties, in fairly consistent conditions,
within a structure that requires you to interact with other
people, both superiors and peers (and possibly subordinates).
Draw up a job description for yourself.

Job Description

Job Title:

Department:

Grade:
Responsible to:

Responsible for:
Job Purpose:

Main Duties and Responsibilities:

Reference Number:

Closing Date:

Person Specification
Job Ti t l e :

Department :

Grade :
Compi l ed  by :
Date :

Attributes Essent ia l Des irable Measured  By

Work Experience

Educat ion/Qual i f icat ions

Skil ls/Abil it ies

Personal Details

Reference Number:

Date :
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Person Specification

Definition
‘A person specification, also known as a job or personnel
specification, sets out the education, qualifications, training,
experience personal attributes and competences a job holder
requires to perform her or his job satisfactorily.’ (Armstrong)
The job description outlines the job: the person specification
describes the person needed to do the job. For example, a
position of secretary or personal assistant normally requires the
holder to have word processing skills.

Traditional approaches to the person
specification
The Seven Point Plan put forward by Professor Rodger in
1951 draws the selector’s attention to seven points about the
candidate.
• Physical attributes (such as neat appearance, ability to

speak clearly)
• Attainment (including educational qualifications)
• General intelligence

• Special aptitudes (such as neat work, speed and accuracy)
• Interests (practical and social)
• Disposition (or manner: friendly, helpful and so on)
• Background circumstances

Problems with the Seven Point Plan
1. Physical attributes or disposition might include a person’s

demeanor. Eye contact is considered a sign of honesty
and frankness in some cultures, but a sign of disrespect in
others.

2. General intelligence is not something that can be
measured easily. A criticism of IQ tests is that test scores
tell you that you are good at doing IQ tests - and not
much else.

3. Attainment: educational qualifications - no attention is
paid to the circumstances in which these were obtained.

The plan does not identify a person’s potential, or suggest how
it can be aligned precisely to the organisation’s requirements.

Five-Point Pattern
Munro-Fraser’s Five Point Pattern is one alternative.
• Impact on others: physical attributes, speech, manner
• Acquired knowledge and qualifications
• Innate abilities: ability to learn, mental agility
• Motivation: What sort of goals does the individual set,

how much effort goes into achieving them, how successful.
• Adjustment: emotional stability, tolerance of slips.

Preparing the Specification
Each feature in the person specification should be classified as:
1. Essential. For instance, honesty in a cashier is essential

whilst a special aptitude for conceptual thought is not.
2. Desirable. For instance, a reasonably pleasant manner

should ensure satisfactory standards in a person dealing
with the public.

3. Contra-indicated. Some features are actively
disadvantageous, such as an inability to work in a team
when acting as project leader.

Sample of Person Specification
Person Specifica tion
Job Title: Senior Lecturer 

Faculty/Service/Department: Department of Nursing

Post Reference No: AA/12B

Grade: Senior Lecturer

Salary: £25,708 - £34,191

Compiled by: Justine Lowe

Date: 22 July 2003

Attributes Essential Desirable Measured by

Work Experience Teaching experience  (higher 
education preferred)

Course/Module Leadership at 
all academic levels

Application form

Experience of variety of 
teaching approaches

Application form and 
interview

Involvement in assessment of 
students

Application form

Recent clinical experience Breadth of clinical experience
and insight into clinical 
learning environments

Application form and 
interview

Sound understanding and 
knowledge of nursing within the 
context of UK practice

Interview
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Education/
Qualifications

First degree (Honours preferred 
in Nursing or Health related 
subject)

Higher degree (or willingness 
to undertake)

Application form and 
interview

Registered as First Level Nurse 
on UKCC Professional Register 
(or eligible)

Application form

Teaching qualification (or 
willingness to undertake 
University PGCE on 
appointment)

Application form and 
interview

Skills/Abilities Teaching, learning and 
assessment skills

Interview

Presentation skills Presentation
Clinical competence in nursing Interview
Planning and organisational 
skills

Application form and 
presentation

Peer reviewed publications/ 
conference presentations

Application form, 
interview and 
presentation

Attributes Essential Desirable Measured by

Personal Details Enthusiastic Interview and 
presentation

Able to work collaboratively Application form and 
interview

PERSON SPECIFICATION: Customer Accounts Manager

ESSENTIAL DESIRABLE CONTRA-INDICATED

Physical attributes Clear speech Age 25-40 Age under 25
Well-groomed Chronic ill-health
Good health and absence

Attainments 2 'A' levels Degree (any No experience of
GCSE Maths and discipline) supervision or

English Marketing training retail environment
Thorough knowledge 2 years' experience
of retail environment in supervisory post

Intelligence High verbal intelligence

Aptitudes Facility with numbers Analytical abilities No mathematical
Attention to detail (problem solving) ability

and accuracy Understanding of Low tolerance of
Social skills for systems and IT technology

customer relations

Interests Socil: team activity Time-consuming
hobbies

Solo' interests
only
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Disposition Team player Initiative Anti-social
Persuasive Low tolerance of

Tolerance of pressure 'responsibility
and change

Circumstances Able to work late. Located in area of
take work home office

Activity 5  (30 minutes)

Turn your job description for A student into a corresponding Personnel Specification, using the ‘essential; desirable; contra-indicated’
framework, and either the Seven Point Plan or Five Point Pattern. If you did not do Activity 4, do it now! (You might like to
consider into which section of your personnel specification ‘laziness’ would fall…).

In the example of this post, it is planned that two short work sample tests would be used to measure particular attributes:
For example, work sample test 1 would be to read a short financial report and then produce a half page summary to be circulated to
colleagues and work sample test 2 would be to produce a spreadsheet incorporating formulas to show budget expenditure.
Guidance notes would be given to the candidates on the day and both work sample tests should be completed within 40 minutes.

Person Speci fica tion
Job Title: Finance Assistant

Faculty/Service/Department Financial Services

Post Reference No: NT/12A

Grade: 3/4

Salary: £13,378 - £16,381

Compiled By: Justine Lowe

Date: 22 July 2003

Attributes Essential Desirable Measured by

Work
Experience

Experience working in a 
Financial Environment.

Application form

Preparation of financial reports 
and information.

Application form, interview, 
work sample tests

Experience of computerised 
financial systems

Application form and 
interview

Education/
Qualifications

GCSE level or equivalent. Studying for relevant 
professional accountancy 
qualification (AAT).

Application form

Skills/Abilities Organisational skills Application form, interview 
and work sample test

Communication skills Application form, interview 
and work sample test

Analytical skills. Work sample test
Experience of using spreadsheet 
facilities.

Application form and work
sample test

Personal Details Able to demonstrate and apply 
initiative.

Application form and 
interview

Able to work as part of a team. Application form and 
interview

Commitment towards the 
University Mission Statement.

Interview

Sample of Person Specification
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Person Specifica tion
Job Title: Head of Department

Faculty/Service/Department An academic department

Post Reference No: AA/12A

Grade: Management Contract

Salary:

Compiled By: Justine Lowe

Date: 22 July 2003

Attributes Essential Desirable Measured by

Work
Experience

At least 3 years experience of 
working at a strategic level in a 
dynamic Higher Education 
institution.

Application form and 
interview

Substantial experience of 
managing professional people, 
preferably in HE environment 
and/or related areas in the 
curriculum areas of the 
Department

Application form and 
interview

Substantial experience in the 
development, review and 
delivery of higher education 
courses in the curriculum areas 
of the Department

Application form and 
interview

Experience of research 
management and 
supervision.

Application form and 
interview

Experience in managing 
large projects.

Application form and 
interview

Experience in building 
international relationships

Application form and 
interview

Experience of dealing with 
professional bodies.

Application form and 
interview

Education/
Qualifications

A good honours degree or 
equivalent professional 
qualifications / experience in a 
relevant field of study.

Application form

Higher degree in a related field 
of study

Application form

PhD in a relevant field of 
study

Application form

A good record of 
publications

Application form

Attributes Essential Desirable Measured by
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Job Analysis Questionnaire
Job Title Job Number
Department Department Number
Location
Supervisor
Prepared by
What is the primary purpose of the job?

What are the essential functions of the job?    % Time Required
1.

2.

3.

4.

5.

6.

7.

8.

9.

10.

11.

12.

What is the most complex function of the job and why?

What are the nonessential functions of the job?
% Time Required

1.

2.

3.

4.

5.

Page 2

How much formal education is required to perform this job?
High School or equivalent [   ]
High School plus some technical [   ]
College – 2 years or equivalent [   ]

College – 4 year degree [   ]
Education beyond undergraduate degree [   ]
Professional license [   ]
List necessary specialized training

List required professional licenses or certificate

How much similar or related experience is required to perform
this job?
One to Three years [   ]
Three to Five years [   ]
Five to ten years [   ]
Over ten years [   ]
Who does this position report to directly? (Position title, not
incumbent name)

What are the nature and scope of independent decisions made
in this position?
List five most important:

What type of impact does this position have on overall
company performance?

How much supervision is received?
Given definite objectives, plans and arranges own work [   ]
Given general objectives, works from policies and procedures

[   ]
Given administrative objectives, works within overall policy and
budget guidelines [   ]
Works within scope of responsibility and accountable only to
top executive [   ]
When errors occur, how do they effect the company?
May result in additional cost to company at time of occurrence

[   ]
May result in excessive cost to company over time [   ]
May result in major expenditure to company [   ]
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May have adverse influence on future operations and growth of
company [   ]

Page 3

What are the consequences if errors are not discovered?

What type of problems is the incumbent in this position likely
to encounter?

What are the consequences if problems are not resolved?

What type of decisions is the incumbent in this position
responsible to make?

Who does the incumbent in this position most frequently have
contact with?  List five examples each:
Contacts within company

Contacts outside company

What degree of influence does the incumbent in this position
have when contacting others?

What resources is the incumbent in this position responsible
for?

What are the consequences if something happens to these
resources?

Page 4

Does this position have responsibility for the supervision of
others? [    ]  Yes [    ]  No

If no, please skip ahead to next section.

Assigns, reviews and checks work of others [     ]
Immediate supervision over department responsible for hiring,
firing and discipline [     ]
General supervision over multiple units through subordinate
supervisors [     ]
General supervision over a function through subordinate
managers [     ]
General supervision over a multiple functions, reports to top
executive [     ]

Number of direct reports

Number of indirect reports

Working Conditions
Please check all that apply.

Regular office conditions [    ]
Exposure to extreme temperatures [    ]
Exposure to high noise levels [    ]
Exposure to fumes [    ]
Exposure to dirt [    ]
Other [    ]

Examples
Please list any physical demands required and give examples.
Please note any unusual or unique responsibilities or conditions
not previously addressed.

Source :
hrVillage.com
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Chapter Roundup
• Effective recruitment practices ensure that a firm has

enough people with the right skills.

• Most recruitment practices aim to fit the person to the job
by identifying the needs of the job and finding a person
who satisfies them.

• The recruitment process involves personnel specialists
and ‘line’ managers, sometimes with the help of
recruitment consultants.

• First the overall needs of the organisation have been
identified in the recruitment process.

• The account for each individual position a job analysis is
prepared, which identifies through various investigative
techniques, the content of the job.

• A job description is developed from the job analysis. The
job description outlines the tasks of the job and its place
within the organisation.

• A person specification identifies the characteristics of a
person who will be ‘recruited to do the job identified in the
job description..

• The person specification can be used to develop the job
advertisement. The Seven Point Plan and Five Point
Pattern are examples.

• The process of selection begins when the recruiter receives
details of candidates interested in the job, in response, for
example, to a job advert, or possibly enquiries made to the
recruitment consultant.

• Many firms require candidates to fill out an application
form. This is standardized and the firm can ask for
specific information about work experience and
qualifications, as well as other personal data. Some
firms do not bother with an application form, being happy
to accept CVs with a covering letter.

• Application forms and CVs are then sifted, to weed out
unsuitable candidates and to identify others whose
applications can be taken further. Biodata techniques give
weight to the data submitted giving applicants a score.

• Most firms use interviews, on a one-to-one basis, using a
variety of open and closed questions. The interviewer
should avoid bias in assessing the candidate.

• Selection tests can be used before or after interviews.
Intelligence tests measures the candidate’s general
intellectual ability, and personality tests identify the type of
person. Other tests are more specific to the job (eg
proficiency tests)

• Interviews are unreliable as predictors of actual job
performance for many posts, but they are traditional and
convenient. A combination of interviews with other
methods may be used.

• Current legislation that applies to recruitment and selection
includes laws on equal pay, sex discrimination, the
employment of disabled people, race relations and the
rehabilitation of offenders.

Quick Quiz
1. What, in brief, are the stages of the recruitment and

selection process?
2. Briefly summarize job analysis.
3. What is a currently fashionable approach to drawing up

jobs analysis, Job descriptions etc?
4. List the components of the Five Point Pattern.
5. What are the characteristics of a good job advertisement?
6.  What should application forms achieve?
7. Why are bio-data techniques useful?
8. What factors should be taken into account in an

organisation’s interview strategy?
9. Why are open questions useful?
10. Why do interviews fail to predict performance accurately?
11. List the desirable features of selection tests
12. Give examples of group selection methods

Answers to Quick Quiz
1. Identifying/defining requirements; attracting potential

employees; selecting candidates.
2. Job analysis. The process of examining a ‘job’ to identify

the component parts and the circumstances in which it is
performed.

3. The use of competences - work based and behavioural.
4. Impact on others; acquired knowledge and qualifications;

innate abilities; motivation; adjustment.
5. Concise; reaches the right people; gives a good impression;

relevant to the job, identifying skills required etc.
6. They should give enough information to identify suitable

candidates and weed out no-hopers, by asking specific
questions and by getting the candidate to volunteer
information.

7. Bio-data techniques enable data in application forms/CVs
to be weighted and scored, making it easier to sift
candidates’ applications.

8. In brief, giving the right impression of the organisation
and obtaining a rounded, relevant assessment of the
candidate.

9. They allow the candidate to volunteer more, and open
avenues for further questions.

10. Brevity and artificiality of interview situation combined
with the bias and inexperience of interviewers.

11. Sensitive; standardized; reliable; valid.
12.Role-play exercises; case studies.
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LESSON 7:
TUTORIAL



54

Learning Objective in this LessonLearning Objective in this Lesson

By the end of this Lesson, you should be able to:

� identify the key areas in organizing induction 
process,

� suggest ways for the same, and
� contribute effectively in designing the

process.

UNIT - 1
ATTRACTING AND RETAINING PEOPLE

CHAPTER 3:  SOCIALIZING PEOPLELESSON 8:
ORIENTATION AND INDUCTION

Contents : Nature

Aim
Areas to be covered

Designing an induction and
orientation program

Placement
Socialization

Realistic Job Previews

Socialization Agents
Readings

Exercises
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LESSON 8:
ORIENTATION AND INDUCTION

To start on a lighter note, let me share a joke with you all!! It
goes like this:
One day while walking down the street a highly successful
Human Resources Manager was tragically hit by a bus and she
died. Her soul arrived up in heaven where she was met at the
Pearly Gates by St. Peter himself.
”Welcome to Heaven,” said St. Peter.
”Before you get settled in though, it seems we have a problem.
You see, strangely enough, we’ve never once had a Human
Resources Manager make it this far and we’re not really sure
what to do with you.”
”No problem, just let me in,” said the woman. “Well, I’d like
to, but I have higher orders. What we’re going to do is let you
have a day in Hell and a day in Heaven and then you can choose
whichever one you want to spend an eternity in.”
”Actually, I think I’ve made up my mind, I prefer to stay in
Heaven”, said the woman ”Sorry, we have rules...” And with
that St. Peter put the executive in an elevator and it went down-
down-down to hell. The doors opened and she found herself
stepping out onto the putting green of a beautiful golf course.
In the distance was a country club and standing in front of her
were all her friends - fellow executives that she had worked with
and they were well dressed in evening gowns and cheering for
her. They ran up and kissed her on both cheeks and they talked
about old times. They played an excellent round of golf and at
night went to the country club where she enjoyed an excellent
steak and lobster dinner. She met the Devil who was actually a
really nice guy (kind of cute) and she had a great time telling
jokes and dancing. She was having such a good time that before
she knew it, it was time to leave. Everybody shook her hand
and waved goodbye as she got on the elevator. The elevator
went up-up-up and opened back up at the Pearly Gates and
found St.Peter waiting for her.
”Now it’s time to spend a day in heaven,” he said. So she spent
the next 24 hours lounging around on clouds and playing the
harp and singing.
She had great time and before she knew it her 24 hours were up
and St.Peter came and got her.
”So, you’ve spent a day in hell and you’ve spent a day in heaven.
Now you must choose your eternity,” The woman paused for a
second and then replied, “Well, I never thought I’d say this, I
mean, Heaven has been really great and all, but I think I had a
better time in Hell.”
So St. Peter escorted her to the elevator and again she went
down-down-down back to Hell. When the doors of the
elevator opened she found herself standing in a desolate
wasteland covered in garbage and filth. She saw her friends were
dressed in rags and were picking up the garbage and putting it
in sacks. The Devil came up to her and put his arm around her.
”I don’t understand,” stammered the woman, “yesterday I was
here and there was a golf course and a country club and we ate

lobster and we danced and had a great time. Now all there is a
wasteland of garbage and all my friends look miserable.”
The Devil looked at her smiled and told...
”Yesterday we were recruiting you, today you’re an
Employee.”

                                                        So, what do you think?

Induction, Orientation and Placement
Dear friends, now let us understand a very important function,
which makes or breaks the start of the relationship between a
new employee and “you” as his prospective manager. It is after
selection of employees, that we need to orient them to
organisational life.
Induction and orientation programme of an organisation is a
process to guide and counsel the employees to familiarize them
with the job and the organisation. This process helps an
organisation to clarify the terms and conditions of employ-
ment, specific job requirements and also to inculcate confidence
in the minds of the new entrants.  In other words, induction
and orientation is designed to provide a new employee with the
information he or she needs to function comfortably and
effectively in the organisation.
Let us review a formal definition of orientation as- “pla nned
introduction of employees to their co-workers and the
orga nisa tion”.
Thus, the aim of Induction and Orientation Programme
would be:
• To introduce new employees with the organisational

environment, exposing them to the mission, history and
traditions of the organisation, its achievements and future
challenges, its personnel policy and expectations from the
new employees;

• To create a positive attitude in the minds of the new
employees;

• To create proper awareness in the new employees, enabling
them to understand the business of the organisation; &

• To provide opportunity to interact with other fellow
employees and also with other managerial employees of
the organisation.

If you observe closely, a good induction - orientation
programme should contain the following areas, which are
conveniently distributed under organisation’s viewpoint as well
as employees point of view. This will enhance the effectiveness
and reduce the recruitment and retention cost.

Organisation’s Point of View
1. History, mission, objectives and philosophy of the

organisation
2. Its product, production process, operations involved, state

of  technology
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3. Its past achievements, present status and future growth
plan

4. Structure of the organisation
5. Functions of different departments
6. Delegation of authority and decision – making process
7. Personnel policies, rules & regulations, practices
8. Job and role descriptions and responsibilities
9. Expectations from other new employees

Employee’s Point of view
1. Office Procedure
2. Duties and Job responsibilities
3. Grievance handling process
4. Salary and perquisites
5. Service rules governing hours of work, overtime
6. Rules pertaining to probation, conformation, internal

mobility including transfer and promotion
7. Retirement and superannuating benefits
8. Employee services and welfare activities
9. Employee’s participation in small group activities, question

schemes
10.Performance appraisal

Few FAQ’s regarding orientation and
induction:
What is the difference between induction and orientation?
To most people, the terms are interchangeable.  Originally,
induction referred to formal training programs that an em-
ployee had to complete before they could start work, while
orientation was the informal information giving that made the
recruit aware of the comfort issues - where the facilities are, what
time lunch is and so forth.
Because most people see the terms as interchangeable and
because the processes are concurrent I can’t see any reason to
differentiate.

How long should the induction process
take?
It starts when the job ad is written, continues through the
selection process and is not complete until the new team
member is comfortable as a full contributor to the
organization’s goals.
The first hour on day one is a critical component - signing on,
issuing keys and passwords, explaining no go zones, emergency
procedures, meeting the people that you will interact with all have
to be done immediately.  Until they are done the newcomer is on
the payroll, but is not employed.
After that it is a matter of just in time training - expanding the
content as new duties are undertaken.

We only employ new people one at a
time - how can we induct them?
There are some issues which cannot wait - they vary according to
your situation. Perhaps a buddy system on the job may be the
best way to deal with these.  Other subjects may be incorporated

with refresher training for current staff, or handled as participant
in an outside program. Perhaps some can wait until there are a
group of people who have started in the last few months.

We need the new people because we are
short staffed.  How can we spare them,
and the people to train them at a time
like this?
This may take some creative thinking, but the answer is quite
simple - until the new people are integrated then they are less
useful.  The math is often amazingly simple - not taking the
time to train consumes more time than the training would.

What levels of staff need induction?
Everybody.  Even the CEO needs to know different things to
the temporary concierge, but everyone needs a planned program
of induction and orientation.

Induction In Organisations
Inducting new employees makes logical sense
Many firms fail to successfully conduct a personalized and practical
induction programme. Match Logic Europe Ltd, an organisation of just
11 employees, has developed the right approach.
Founded in 1996, Match Logic, a wholly owned subsidiary of
Excite Home, has grown rapidly to become a leading end-to-
end interactive marketing services provider. With only a handful
of employees in the UK at present and with numbers rising at a
fast pace, it is critical that a new starter is made to feel part of the
company and its culture from day one. Charlotte Taylor, the HR
Manager at Match Logic Europe believes in an induction
programme that sets the foundation for a long and profes-
sional working relationship. “The advantage of being one of
only eleven others is that the induction can be personalized.
You can make it as informal as possible, relating to them, their
work environment and general business practice.” This will
include information on holidays, salary, benefits, and absence
from work and development opportunities.On their first day,
Charlotte introduces each new employee to their team and their
manager, as well as making sure that their physiological and
safety needs are met. “I show them the health and safety
procedures, and where they can find everything,” Charlotte
adds.Employees are encouraged to interact on an informal basis
and are taken for coffee with their line manager who can induct
them informally. All this information is then backed up with a
written induction programme. “An interactive induction does
not rely so heavily on paperwork,” says Charlotte. “Written
guidance is only relevant when the joiner has a sense of context
in which to place the extra information.”Both the new starter
and the manager will benefit from establishing a culture where
the new starter feels at ease to ask questions. This will help to
build a sense of belonging. An ‘open door policy’ maximizes
the employee’s potential and maintains their high level of
commitment and motivation on joining the organisation. It
will provide the employee with the necessary information
required to perform their new duties and enable them to be
fully operational quickly. “It is critical that all new employees are
made to feel welcome from day one,” says Charlotte.
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Business Lessons:
• Personalize the induction
• Introduce the new member of staff to their team and the

rest of the company
• Put them at ease and encourage them to ask questions
• Don’t overburden them with information
• Spend time welcoming them.

Designing an Induction & Orientation
Programme
An organization needs to make four strategic choices before
designing its orientation programme. They are:
1. Formal or informal
2. Individual or collective
3. Serial or disjunctive, and
4. Investiture or divestiture
Formal or informal: In informal orientation, the new recruits
are directly put on the jobs and they are expected to acclimatize
themselves with the work and the organization.  In contrast,
orientation can be formal too. In formal orientation, the
management has a structured programme, which is executed
when new employees join the organization.

Individual or Collective: Another choice to be made by the
management is whether the new recruits should be inducted
individually or in groups. The individual approach is likely to
develop far less homogeneous views than collective orientation.
Individual orientation is more likely to preserve individual
differences and perspectives. Orienting each person separately is
an expensive and time-consuming process. It also denies the
new recruit the opportunity of sharing anxieties with fellow
appointees.
Serial or Disjunctive: Orientation becomes serial when an
experienced employee inducts a new recruit. The experienced
employee acts as a tutor and model for the new hire. When new
recruit do not have predecessors available to guide them or to
model their behaviour upon, the orientation become disjunctive.
Investiture or Divestiture: The final strategic choice relates to
the need for maintaining or dismantling of the new recruit
identity. Investiture orientation seeks to ratify the usefulness of
the characteristics that the person brings to the new job. Most
high-level appointments follow this approach, because a person
is appointed as an executive on the basis of what he or she can
bring to the organization. The new recruits are given freedom to
select their office furnishings and subordinates and to make
other decisions that will reflect on their performance.

Formal Orientation Programme

HR
Representativ

Supervisor

Organisational
Issues

Employee
Benefits

Introductions

Specific Job
Location and 

Duties

Special Anxiety –
reduction
Seminars

To
Placement

Placement
After the initial induction –orientation programme is over, an
employee is put to a specific job, for which he has been selected.
Most of the organizations put new employees on probation
for a specified period after which they are confirmed or made
permanent, provided they match the organizational require-
ments. The personal department periodically reviews the
progress of such employees getting feedbacks on their perfor-
mance from their controlling authority. Some organizations
have also a system to extend the probationary period, if the
employees fail to match to the organizational expectations. Such
placement is known as different placement.

Socialization
Socialization is a process through which a new recruit begins to
understand and accept the values, norms and beliefs held by
others in the organization. HR department representatives help
new recruits to internalize the way things are done in the
organization”. Orientation helps the newcomers to interact
freely with employees working at various levels and learn
behaviors that are acceptable. Through such formal and

informal interaction and discussion, newcomers begin to
understand how the department/ company is run, who holds
power and who does not, who is politically active within the
department, how to behave in the company, what is expected
of them, etc. In short, if the new recruits wish to survive and
prosper in their new work home, they must soon come to
‘know the ropes’.

Managing the Socialization Process
Organizational socialization has profound effect on individual
performance, organizational commitment, and turnover, so
companies should consider var-ious ways to guide this process.
Two important strategies are providing real-istic job previews
and effectively engaging socialization agents.

Realistic Job Previews
Many companies use a flypaper approach to recruiting. They
exaggerate posi-tive features of the job and neglect to mention
the undesirable elements in the hope that the best applicants
will get “stuck” on the organization. In reality, this strategy
tends to produce a distorted psychological contract that
eventually leads  to lower trust and higher turnover.
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Rather than selling the job with distorted information, compa-
nies should provide realistic job previews (RJPs)-giving job
applicants a realistic bal-ance of positive and negative information
about the job and work context. For example, one public transit
company shows job applicants a video depict-ing angry riders,
knife attacks, and other abuses that bus drivers must endure on
their routes. Applicants then meet with a union representative
who ex-plains, among other things, that new drivers are typically
assigned night shifts and the poorest routes. Finally, applicants
are given the opportunity to drive a bus.
Although RJPs scare away some applicants, they tend to reduce
turnover and increase job performance because RJPs help
applicants develop more accurate preemployment expectations
that minimize reality shock.

Socialization Agents
Organizations also improve the socialization process by
effectively involving supervisors, co-workers, and other
socialization agents.40 Newcomers tend to ask supervisors for
technical information as well as performance feedback and
information about job duties. Supervisors also improve the
socialization process by giving newcomers reasonably challeng-
ing first assignments, buf-fering them from excessive demands,
and helping them form social ties with co-workers.
Newcomers who quickly form social relations with co-workers
tend to have a less traumatic socialization experience and are less
likely to quit their jobs within the first year of employment.
Organizational socialization is a continuous process as employ-
ees make ad-justments through different jobs and
organizations.

Readings
A. “How to hire great people that don’t need a job.
                                            How to hire a Michael Jordan”

In the increasing difficult recruiting market you must learn how
to “think outside the box” if you are to get the best (or even
the average) in fields like IT and Hi-tech. This is how I recom-
mend you do it. Stop putting butts in chairs and hire “better
people”. “The one with the best people wins!”

Assumptions
The best are not in the job search mode often and especially the
day we happen to have an opening.
We need to stop recruiting Unhappy/ Unemployed people
and focus on people that can really make a difference.

Action Steps

1. You must find the names of the best without any help
from them. It should be the managers’ job to know the
names of the best and what makes them better than the
rest.

2. Assume you need to build a long-term relationship with
the best in order to get them to say yes. Most of the
relationship will be electronic.

3. You have to “VOW/WOW (??)” them continually to get
them to even consider you.

4. Assessment of candidates will be done over time and in
non-traditional ways (at conferences, through e-mail etc.).

5. The best need a “Triggering Event” to get them to leave a
job. We need to be having a long-term relationship (be in
constant touch) with the candidate to ensure we are aware
of their job search triggers and when they occur.

6. We need to do a “candidate profile” of what they need in a
job offer in order to accept it. This will be done mostly
without their help.

7. You will need “Help” from others to get them to work for
you. Their “friends” or Mentors will need to encourage or
OK the move to your firm before it will occur.

8. Both the Assessment and the Offer Process must be “Fast and
Easy” if you expect to get a Yes. Expect them to be on the
job market one day or less! If you are not available and
prepared that day, you will lose them. Assume you will
NOT have an opening that day, so you will hire them even
though you have no current position!

9. You must have an offer that is such a WOW that they will
not even consider the inevitable counteroffer they will get
from their current boss.

10.Once they accept they will expect you to keep every promise
made during this lengthily process or they will leave you
also.

Following is the article on the importance of induction and
orientation

The challenge of retaining new hires
Shipra Arora / New Delhi
The job of recruiting a new candidate does not just end by
signing on the dotted line. The real effort actually begins after
that. What is today bringing many companies to become aware
of this oft ignored and overlooked fact is the growing realiza-
tion that employees quit within the first two-three months of
their recruitment, which is often termed as “honeymoon
period” in corporate circles. The failure of an employee to stick
around can damage the company in many ways. More energy is
spent in damage control and motivate rest of the employees.
These three to four months translate into the salary of an
employee who has left. With the cost of recruitment on the rise
and the cost of replacement even higher, smartly managing
employees during their early tenure has become a key to
retention strategy of IT companies.
Some companies have now even gone a step further. They have
started looking at managing these first 90-100 days as the most
critical period from a long-term retention perspective. They are
becoming sensitive to the knowledge that the first few months
can make all the difference between an employee who has long-
term commitment and the one who could soon explore other
options. But even more importantly, this period can be the
most critical one in determining the comfort level of these
employees with the company, the quality of relationship
between both and the time it takes for the new recruit to start
becoming productive. According to Sanjay Aggarwal, managing
director of HR Minds Consulting, it is vital to ensure that the
initial couple of months are comfortable and smooth. S M Arif,
vice president of HR with HCL Comnet, further adds that
companies spend a lot of money to hire new employees. “It is



59

very important to put as much effort to help workers acclima-
tize and become productive at the earliest,” he says.
As a result, HR departments are designing more programme to
help employees acclimatize and become comfortable. It is not
only looked as a retention effort but also as an effort to
accelerate the break-even point, the point at which the new
employee stops costing the firm money and instead starts
making some.

Early retention
One of the reasons why companies are now putting more
effort in acclimatizing the new employees is to save on the costs
of losing an employee early, thereby reducing the replacement
cost. Experts point out that though the actual attrition rate
during the early period may not be high but the vulnerability is
certainly high and therefore it needs to be taken care of during
this time. According to Aggarwal, the first six weeks are the
most critical for SMEs of the “non-brand” company type.
Some of the major factors for “non-brand” companies losing
new employees, especially in the first six weeks are:
• New employee’s bonding is still not strong enough to

resist joining a “brand” company;
• Status of old interviews given during the same time as to

your company starts getting declared and then money may
become the prime motivator;

• The negative energies may overcome the positive strokes
i.e. the new employee hears more negative stories from
peers and is unable to distinguish between rumors and
actuality.

However, even strong companies like HCL Comnet, Emerson
Network Power, Aircom, 24/7 Customer, Infinite Computer,
Blue Star InfoTech and Kale Consultants rate early retention
high on their priorities and as part of their core retention
strategy. “The cost of going through the recruitment process is
duplicated, besides the additional cost in terms of training and
orientation of a new inductee,” explains Sanjay Mandlik,
corporate champion—HR and TQM with Emerson Network
Power India.
Typically, in hiring a new employee companies have to bear the
recruitment cost, which is a direct cost, ranging from 10 percent
to 30 percent of the gross salary. The indirect cost for the
company will depend on the level of the employee. As it is
assumed that the employee will not be productive from day
one, the company has to bear the hidden cost, which would be
on salary, training, induction, acclimatisation, etc.
Aggarwal points out, “On an average, between three to four
months salary of the new employee is the cost of hiring. This
includes direct costs as attributed to salaries of interviewers,
overheads, fees to consultants, subscription to e-jobsites, etc.”
This is exclusive of productivity, time loss, costs attributed to
client interviews, etc.
After recruitment, the approximate cost involved during the first
two-three months is approximately 1.5 months salary of the
employee, including direct costs on activities like induction,
project orientation, processes, team bonding, personal develop-
ment plans, skill up gradation, etc. The level of position and skill
sets determines this amount, which varies from case to case.

The failure of an employee to stay on during this initial period
puts the entire process in the same loop. According to Milind
Jadhav, vice president of HR with Patni, another significant loss
is of knowledge that the employee takes along with the loss of
the company’s brand equity, both within and outside the
organisation. Manish Goel, president—India Technology
Operations, Bangalore Technology Centre, Network Appliance,
further adds that the costs are primarily in the lost effort and the
time it takes to reinitiate the process and find another employee
to replace the first.
• Proper induction;
• Role clarity (well defined KPAs and KRAs);
• Career path;
• Compensation;
• Handholding at project /department level;
• Healthy interface between dependent support departments;
• Work culture /healthy environment;
• Recreation facility;
• Administration/finance related amenities;
• Easy life/work conditions affecting indirectly like

transportation, residence, etc.
The programmes need to be designed around these factors.
Proper induction i.e. the learning of the processes and ensuring
adherence to these by new people is important as the cost of
rework can be very high. Tarun Singhal of Aircom International
(India), informs that the company’s formal programme
includes walking the recruit through the company’s charter,
long-term benefits and having a brief interaction with them for
the projected future with the firm and the industry scenario.
Another focus area for companies is clear communication
regarding responsibilities as well as defining career path for the
recruits. Ashish Taneja, vice president for projects at Vertex
India, says, “The focus is to ensure that the employee has a
well-defined role and responsibility, long-term career plan with
measures, development plan which clearly details ‘how’ and
‘when’ and match personal aspirations and organisational
needs.” Sunder Rajan, general manager of human resources and
administration of Infinite Computer Solutions, believes that
employees need to see value adds in the form of career progres-
sion, salary, and involvement in the organisational development
process areas.
Another critical factor, according to Manoj Mandav-gane, general
manager of HR with ICICI Infotech, is to pay as much attention
to softer issues like workstation, meals, transportation, general
friendliness, as the attention paid to the training and skill set
enhancement programmes. Harish Govind, vice president of HR
with Blue Star Infotech adds that various events and functions
are organized by the ‘Fun & Frolic Committee’ in his
organisation to make the new recruits feel comfortable.
While the HR departments in most companies go all-out to do
their bit, what is also required is all round support of the
project team members to spend more and quality time with
new employees. Just a ‘Buddy scheme’ is not enough and
managers need to be more sensitive and responsive.
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Trends
Some of the emerging trends towards smoothening the early
period are refresher process tests at regular intervals. Companies
also have detailed personal development plan after 60 days for
each new recruit where the basic inputs for this plan is revisiting
the gaps.
Aggarwal points out that companies have also started “satisfac-
tion surveys” by third parties. Third-party “90 days
handholding” is also gaining significant acceptance given that
the project teams have less time to spend.
With the adoption of these emerging trends, Indian IT
companies are gradually moving towards the re-recruitment
concept. A relatively new concept in India, re-recruitment is the
newest weapon in a company’s arsenal. Preneet Bindra Sinha—
people strategy, Sapient, explains that this is because companies
are beginning to realise that it is more productive and cost
effective to re-recruit people who were well integrated into the
organisation in the first place. Cultural alignment, particularly in
the services industry, is critical.
This entire re-recruitment approach is based on effective
communication. If the employee is communicated on the
feedback and action taken he/she feels that his/her opinion
matters. Govind points out that in the IT industry, the
awareness levels are high to ensure that during first three
months there are anniversaries and there is a lot of interaction.
Mandavgane however feels that the adoption of this concept is
currently most prevalent in the BPO sector, but there is going to
be an increasing adoption among the IT services companies in
the coming years.
Many experts however feel that re-recruitment alone will not
work and can be used as an early warning system in case of a
problem.

Conclusion
While most employers, if not all, are aware that the early two-
three months are critical and crucial, yet ‘just-in-time’ hiring,
project pressures, pressure on increased billing utilization
percentage means that the focus is not there aggressively as it
should be. However, the fact that companies have now started
directing their energies on ensuring a smooth transition for an
inductee and his/her quicker assimilation into the new culture,
is a positive indication.

The Critical Days

• How well does an employee settle in;
• Are all his personal requirements catered to;
• Is the role he/she has to perform clear and in sync with the

expectations of both the individual and his/her
supervisor;

• Has he/she been well inducted at an organisation and
project/ department level;

• Has he/she been provided the mandatory skills in terms
of process/technology to execute the tasks/
responsibilities?

Conducting Effective Employee Orientations
March 1998 by Dr. John Sullivan

“ Orientations are performance trendsetters!!”
Do you have two steps, or even three in the Orientation
process?
There must be a general orientation, a departmental orientation,
and the specific job orientation, conducted by different parties.
The General Orientation is usually managed by either the
Training Department or the Human Resources Department, with
the Departmental Orientation by the Department Head or first
Assistant, while the specific Job Orientation can be carried out by
an experienced and trained employee (trained on how to train).
The following guidelines are intended for people conducting
the General Orientation:
A general rule of thumb for having the audience interested in
the general orientation is
• To make them feel at ease (open circle)
• Make sure that they had enough time to read the employee

manual ahead of orientation time
• Spend a good portion of the intro time towards self-

introductions, spiced with open questions
• Get them acquainted to know who Management is: have a

big chart in the orientation/training room which depicts
how the organization is set up, with photos of the
management team next to their title

• Get them acquainted with the operation: have another large
chart in the room depicting the flow of work and
communications regarding the organization; this flow
should include customers, suppliers and all parties affecting
the organization (I had just planned such a chart for the
hotel where I dealt with Training and Development, wrote
it out in text, had an artist express it in caricature format
(humorous colorful chart) - after all this was a hotel. Maybe
in a technical company humor is not allowed. I explained it
to the artist and we showed how each job position affected
the final product since the customer’s/guest’s first contact
with the operation and ending with the last contact.

• Have them know and see departments in operation: based
on this drawing I conducted the orientation and explained
all functions of the hotel, promising a personal tour of all
the departments we discussed, including back areas, where
the Department Heads received us personally and gave
further insight on their departments

• Allay their fears and doubts: cover subjects which are
usually never mentioned in orientations, such as the
difficulties new employees or supervisors experience, about
turnover figures, about how people assimilate better after
hanging out three months, about how they can turn to you
for any difficulties they experience, be it regarding their
rejection by existing old-timers or other matters. Let them
know they can always turn to you for confidential advice
(do not forget that any new person has fears and doubts
regarding being accepted, succeeding or failing)

• Encourage friendships among new employees: try to create
a team spirit among the existing group of newcomers - by
the end of the day or the two days you will have created a
group of employees at different levels and from different



61

departments who will cooperate and enhance
communications across the organization

• Extend respect to them as human beings: have lunch with
them as a group (I saw too many people who conduct
orientations go to a different lunch room and this is very
insulting)

• Enable first hand contact with upper management: have
different Executives come to welcome the group and assure
them of management’s commitment to help them
succeed. Introduce each of the newcomers, dwell on their
position, career background and personal interests.

• Assure them how the organization welcomes their
observations, comments and critiques.

• And, last but not least, sharing company goals with them.
Discuss it with them. Ask what their own personal and
career goals are and try to right there and then mesh their
own goals with the company goals.

This strategy (action plan) has proven to be highly successful. It
cuts down on turnover drastically, engenders trust, cooperation
and motivation.

Implement a successful induction
process
An induction process that is shaped around the individual and
their job role will ensure smooth entry and familiarity with the
company’s culture and procedures. Induction processes can be
written or verbal and should be presented in conjunction with
the employee handbook. The key difference is that the hand-
book should be used as an ongoing reference for employee
work conduct and employee rights, while the induction
programme is used as the initial tool to familiarize the new
starter with their job requirements and information about the
company.
Failure to implement a successful induction process will leave
the new employee unclear about the ‘way things are done’ and
disillusioned with the professionalism of the company.

Packaging the induction for the individual

Most small to medium-sized companies would only have one
new starter joining at any one time, therefore the best induction
processes can be crafted to suit the individual’s requirements.
You will need to consider their job role within the company,
their level of seniority, their prior experience, and their technical
and industry knowledge. As a general rule, the more senior the
employee the more in-depth company information they will
need.

Verbal or written?
The presentation of the information will be key to its success.
Using a written document will allow it to be used as a reference
guide. Using a template and tailoring it to the individual’s needs
will save you time in the long run, and publishing it on the
company intranet will give it the feel of a living document.
Written information should be combined with a personal
touch, and the advantage of being a small or medium-sized
company means that the new employee can be personally
introduced to every member of the team.

Content of the induction
Some considerations for the content of an induction pack could
be:
• Mission statement of the company - This should set out

the ideal position for the organisation and should be
visionary yet achievable.

• Company history-An outline of the growth of the
company to date with a description of the key players and
founders.

• Company culture - Making the new employee aware of the
personality of the organisation is important if they are to fit
in.

• Company structure - Explaining where the power lies and
how it is distributed is important. Smaller and medium-
sized companies tend to follow the unitary model, whereby
the company is divided into different functions, each
reporting to the CEO or MD.

• Job role - Cascading down into each department you
should document each person’s role and how they play a
part in achieving the objectives that are set out in the
mission statement.

• Rogue’s gallery - This is a useful visual tool that will
allow the new employee to identify each member of the
company alongside their title and name.

• Health and safety - You should check that the employee
has read the health and safety brief in the employee
handbook and that they are aware where the fire exits are
located and who is qualified to administer First Aid.

• Company processes - The new employee should be made
aware of the correct procedures for all personnel matters
(e.g. applying for holiday leave, using the telephone system,
accessing standard templates).

• Familiarization with location - This should include
where the nearest banks, sandwich shops and transport can
be found.

Hope this la st excerpt helps you recapitula te the process of
induction??- Nature, importance and process of induction.

Exercises
1. What explanations have been presented to account for the

fact that realistic induction and orientation improves the
retention rate?

2. Explain the impact of behaviour of the socializing agents
have on the success of the recruitment effort.

3. Cisco Systems, Ametek, and other companies rely on a
“buddy” system to socialize new employees. What are the
advantages of relying on this type of socialization agent?
What problems can you foresee (or have you personally
experienced) with co-worker socialization practices?

4. Organisational socialization is a process of learning and
change. What does this mean, and how do organizations
facilitate both for new employees?

5.  Conducting an RJP:
• Divide into groups of 5.
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• Assume your group has been asked to provide an RJP
to possible incoming freshers interested in a management
major.

• Using the information, given in the lesson, construct
an RJP that should be given to these students.

• Each group should present its RJP in front of the
class.

• Cass discussion should focus on the usefulness of
theses RJPs. That is,
• Would the consequence of using these RJPs

be beneficial to the school?
• What type of student would be dissuaded

from majoring in management?
• Would those still interested become more

committed to the program because of the
RJP?

• Do you think your school should implement
this approach?

Socializing PeopleSocializing People

Induction, Orientation and 
Placement

SocializationSocialization

“Socialization is a process 
through which a new recruit begins 
to understand and accept the 
values, norms and beliefs held by 
others in the organization.”

InductionInduction

“__the process of receiving 
and welcoming an employee when 
he first joins a company and giving 
him the basic information he needs 
to settle down quickly and start 
work.” (Armstrong)
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Purpose ofPurpose of InductionInduction

�Removes fears
�Creates a good impression
�Act as a valuable source of 

information

Induction versus OrientationInduction versus Orientation

Is it the Outcome versus 
the Process??

choices for designing choices for designing 
orientation programorientation program

�Formal or informal
� Individual or collective
� Serial or disjunctive, and
�Investiture or divestiture

Managing the Socialization Managing the Socialization 
ProcessProcess

�providing realistic job 
previews(RJPs),

�effectively engaging 
socialization agents
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UNIT - 1
ATTRACTING AND RETAINING PEOPLE

CHAPTER 3:  SOCIALIZING PEOPLELESSON 9:
ORIENTATION AND INDUCTION

Contents : Designing an induction and
orientation program Reading

Learning Objective in this LessonLearning Objective in this Lesson

By the end of this Lesson, you should be able to:

� identify the key areas in organizing induction 
process,

� suggest ways for the same, and
� contribute effectively in designing the

process.

Dear students, this is a tutorial lesson. Hence you all are
required to refurbish your lesson 7 in terms of designing an
orientation program yourself. Take help from the given matter.
This will guide you in formulating an effective orientation
program.

How Do We Start A
New Employee Orientation Program?

You could ask human resources
personnel:
• What do you think is the least understood part of your

role in the company?
• Please complete this sentence any way you wish: “If the

employees of the company only knew ___________, our
job here in human resources would be a lot easier.”

• Let’s suppose there is a problem with ____________ (a
paycheck, insurance form, request, etc.). What is the best

way for an employee to approach your department with
this type of problem? What sort of documents or
information should they have when they come to see you
about this problem?

You could ask other general employees
or people hired within the past year:
• Is there anything you wish someone would have told you

on the first day of working here? (this is one of those “If-
I-knew-then-what-I-know-now” type of questions)?

• How did you find out what was expected of you at your
particular job? What resources in the company have helped
you to do your job better?

• When you have encountered problems with your job, what
have you found is the best way to solve them?

• If you were training a new co-worker to work in your
department, what advice would you give them?
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You Could ask Direct Supervisors
• What are the most important skills new employees in your

department can develop during the first three months?
• Of the employees that you have had to let go, what part of

the workplace culture or “the way we do things around
here” did they seem to lack knowledge of?

• Let’s suppose employees have questions about how to do
their jobs. Whom should they approach, and more
importantly, how should they approach that person?

• What could the current employees in your department do
or say to the new hires to make them feel welcome and
help them get used to their jobs?

• If you had to come up with a motto or slogan for your
department, what would it be?

• Describe your vision of the perfect employee for your
department.

You Could ask Upper Management
• Many managers say that human resources (as in the actual

people not the department) is our most important
resource. Why do you think that is the case, and how can
one become a “valuable resource” in our company?

• When a worker describes our company to a friend who
works elsewhere, how would you like them to describe
what we do and how we do things here?

• If you could pick just one or two words or concepts from
our mission statement as the most important what would
they be?

• What part of our company’s history should all employees
know in order to understand their roles in helping shape
the future of the company?

During or following the orientation, you
could ask the new hires themselves
• What did you know about our company before applying

for job here?
• Was our company recommended to you by a friend? Why

did they recommend that you work here?
Hopefully, if you are able to survey or interview enough people,
some trends in the answers will become be apparent to you.
From your survey you should be able to tease out both general
values and specific processes and procedures that are important
for new employees to know. Remember, you probably won’t be
able to tell them everything but rather your goal should be to
introduce them to company resources and culture.
But wait, here is something often overlooked by those who
prepare orientation programs. Remember much of the
employee orientation process will happen in informal settings -
around the water cooler, copy machine and over beer at a pub
after work. Even the best laid plans of your orientation
committee can be squashed if, between rounds at the pub, a
veteran employee says something like: “Don’t believe all that
rhetoric about company values. Your boss doesn’t give a damn
about your problems - if you don’t do things right you’ll be
sacked straight away! Don’t ask any questions or they’ll think
you don’t know what you’re doing.” Even if this statement

isn’t true, how much weight do you suppose a new hire will
give to it? Think about it ……..

Notes
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UNIT 2
DEVELOPING PEOPLELESSON 10:

CONCEPTS OF IDENTIFYING TRAINING
& DEVELOPMENT NEEDS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Development and the role of training
� Identifying training and development needs
� Appreciate the difference between training, 

development and education.

Contents:  Concept and Methods, Training Vs. Development,

Identifying Training and Development Needs, Training process in

outline, Sources for collecting info on training needs,
Methods used in Training Needs assessment,

Thayer and McGhee Model for Training Need Assessment,

Training needs analysis, Human Resource Development:
Meaning, significance and benefits, Summary, Exercises.
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Training is everything. The peach was once a bitter almond;
cauliflower is nothing, but cabbage with a college education.
Mark Twain

Dear students, there are many factors affecting a person’s
performance at work, as shown in the diagram below. Training
and development are one of them by which organisations seek
to improve the performance of their staff and, it is hoped, of
the organisation.

Definitions
Development is ‘the growth or realization of a person’s ability
and potential through the provision of learning and educa-
tional experiences’.
Training is ‘the planned and systematic modification of
behaviour through learning events, programmes and instruc-
tion which enable individuals to achieve the level of knowledge,
skills and competence to carry out their work effectively’.
(Armstrong, Handbook of Personnel Management Practice)

Concept and Methods
Training has now become one of the important segments of
HRD process. Flippo considers “Tra ining is the act of
increa sing knowledge and ski ll of an employee for doing a
pa rticula r job”.  The purpose of training is to improve the
innate capabilities of employees so that their efficiency and
effectiveness on the job are increased. Training is expected to
inculcate positive changes in knowledge, skill and attitudes.
Hence, training plays a very important role within an
organisation.
Beach observed  “Training is the organised procedures by
which people learn knowledge and/or skill or attitude for a
definite purpose.  In short, training results in positive changes
in knowledge, skills and attitudes.  It is joboriented and deals
with current needs as also specific task requirements.
According to Monappa & Saiyadain, training refers to the
teaching/learning activities carried on for the primary purpose
of helping members of an organisation to acquire and supply
the knowledge, skills, abilities and attitudes needed by that
organisation. Hamblin has appropriately observed develop-
ment as training of future jobs. According to Latif, the
purpose of training is to enable men to undertake their job
with responsibility and efficiency.  He is of the view that the first
part of any training course should, be a programme to give the
participants an idea of their job dimensions and its responsi-
bilities.
Therefore, training is one of the interventions of HRD process
for improving competence and ultimate goal of raising the
standards of organisational performance.  Thus, all training
efforts should be directed to develop training activities, which are relevant
and appropriate to ensure organisational needs.  Identification of
training, therefore, is a prerequisite.  Based on training need
assessments, training programmes should be offered as a
response to the corporate requirements, and not merely as a
“rapidfire” solution to a given problem.

Scope and Importance of training
There are many different training and development methods (
this you can very well vouch for, isn’t it??). On-the-job training,
informal training, classroom training, internal training courses,
external training courses, on-the-job coaching, life-coaching,
mentoring, training assignments and tasks, skills training,

LESSON 10:
CONCEPTS OF IDENTIFYING TRAINING & DEVELOPMENT NEEDS
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product training, technical training, behavioural development
training, attitudinal training and development, accredited
training and learning, distance learning - all part of the training
menu, available to use and apply according to individual
training needs and organisational training needs.
What kind of training programs have you attended, till now??
But you know, training is not just found in the classroom - it’s
anything offering learning and developmental experience.
Training and development includes attributes such as: ethics
and morality; attitude and behaviour; leadership and determina-
tion, as well as skills and knowledge.
But you will also understand that development isn’t restricted
to training - it’s anything that helps a person to grow, in ability,
skills, confidence, tolerance, commitment, initiative, inter-
personal skills, understanding, self-control, motivation, and
more.
But as a student you will vouch for the upcoming statement
that- “All supervisors and managers should enable and provide training
and development for their people - training develops people, it improves
performance, raises morale; training and developing people increases the
health and effectiveness of the organization, and the productivity of the
business.” What do you think?? Wouldn’t you like your teacher to
be dedicated to you?? Or you would prefer otherwise??
The leader’s ethics and behaviour set the standard for their
people’s, which determines how productively they use their
skills and knowledge. Training is nothing without the motiva-
tion to apply it effectively. A strong capability to plan and
manage skills training, the acquisition of knowledge, and the
development of motivation and attitude, largely determines
how well people perform in their jobs.
Training is essential for the organisation. It helps improve
quality, customer satisfaction, productivity, morale, management
succession, business development and profitability. Training
planning and training itself is a step-by-step process

Training vs. Development
We make a distinction among training, education and develop-
ment. Such distinction enables us to acquire a better perspective
about the meaning of the terms. Training, as was stated earlier,
refers to the process of imparting specific skills. Education, on
the other hand, is confined to theoretical learning in classroom.
Development can be considered the forefront of what many
now call the Learning Organization. Development involves
changes in an organism that are systematic, organized, and
successive and are thought to serve an adaptive function.
Let us try to understand the distinction between Training and
Development through the following table:

Learning
Dimension

Training Development

1. Who Non-managers Managers

2. What Technical/
Mechanical
Operation

Theoretical/
conceptual
ideas

3. Why Specific job 
related
information

General
knowledge

4. When Short term Long term

To bring the distinction among training, education and
development into sharp focus, it may be stated that the training
is offered to operatives, whereas developmental programmes
are meant for employees, their grades notwithstanding.

Identifying Training and Development Needs
(Considerations to be kept in mind before planning the training
programme)
To plan training that links to organizational performance
improvement you must first identify the organizational
performance needs, gaps, and priorities. These are examples of
typical training drivers( aims/ desired outcomes), which give rise
to training needs. It is rare to use all of these aspects in
determining training needs - select the ones, which are most
appropriate to your own situation, the divers which will
produce the most productive and cost-effective results, in terms
of business performance and people-development:
Examples of training drivers
• Customer satisfaction surveys
• Business performance statistics and reports.
• Financial reports and ratios.
• Competitor analysis and comparison, e.g. SWOT analysis.
• Management feedback on employee needs, including from

appraisals.
• Training audits, staff assessment centers.
• Staff feedback on training needs.
• Director-driven policy and strategic priorities.
• Legislative pressures.
• Relevant qualification and certification programmes.
Use the results and indicators from the chosen driver(s) to
produce prioritized training needs per staff type, which will
logically enable staff and management to achieve improvements
required by the organization.
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The training process in outline
The identification process all the more fitting, when we see it as
a part of the overall training process. The entire process will be
dealt in the lesson 13; here we are discussing it to see the need
assessment in the right perspective. In order to ensure that
training meets the real needs of the organisation, large firms
adopt a planned approach to training. This has the following
steps.
Step 1. Identify and define the organisation’s training needs.

It may be the case that –recruitment might be a better
solution to a problem than training

Step 2. Define the learning required - in other words,
specify the knowledge, skills or competences that have to
be acquired. For technical training, this is not difficult: for
example all finance department staff will have to become
conversant with a new accounting system.

Step 3. Define training objectives - what must be learnt and
what trainees must be able to do after the training exercise

Step 4. Plan training programmes - training and
development can be planned in a number of ways,
employing a number of techniques, as we shall learn about
in Section 3. (Also, people have different approaches to
learning, which have to be considered.) This covers:

• Who provides the training
• Where the training takes place
• Divisions of responsibilities between trainers, managers

and the individual.
Step 5. Implement the training
Step 6. Evaluate the training: has it been successful in achieving

the learning objectives?
Step 7. Go back to Step 2 if more training is needed.
Activity 3 (15 minutes)Draw up a training plan for introducing
a new student to your institute/ or a lecturer in your institute.
Repeat this exercise after you have completed this chapter to see
if your chosen approach has changed.
Thus, training efforts must aim at meeting the requirements of
the organizations (long – term) and the individual employees
(short-term) to maintain a systemic perspective. This involves
finding answers to questions such as: Whether training is
needed? If yes, where it is needed? Which training is needed?
Once we identify training gaps within the organisation, it
becomes easy to design an appropriate training programme.
Training needs can be identified through the following sources:

Sources for collecting info on training needs:

1. Company and departmental plans
2. Views of line managers
3. Views of training managers
4. Performance appraisal
5. Analysis of job difficulties
6. Advisory committees

7. Assessment centers
8. Interviews with potential participants
9. Opinion survey
10. Skill test
11. Performance documents
12. Evaluation of past programmes

Methods used in Training Needs assessment:

Group or organizational analysis Individuals Analysis

1. Organizational goals and objectives.
2. Personnel /skills inventories
3. Organizational climate indices
4. Efficiency indices
5. Exit interview
6. MBO or work planning systems
7. Quality circles
8. Customer survey/satisfaction data
9. Consideration of current and

projected changes

10. Performance appraisal
11. Work sampling
12. Interviews
13. Questionnaires
14. Attitude survey
15. Training progress
16. Rating scales.

Thayer and McGhee Model for Training Need
Assessment:

It involves the following types of analysis:
1. Organisational analysis:
It involves a detailed analysis of the following:
• Organization structure
• Goals and Objectives (short and long term goals)
• Human resources and future plans (manpower inventory,

productivity ratio, cost)
• Understanding culture (people’s attitude)
2. Task analysis: Every job has an expected standard of

performance. Standard must be maintained. Knowledge of
the ‘task’ helps in understanding what skills, knowledge
and attitudes an employee should have. Task analysis
involves reviewing the job description and specification to
identify the activities performed in a particular job and the
knowledge, attitude, skills, habit (KASH) needed to
perform them. Task analysis is a more detailed process than
job analysis.

3. Person analysis: It is necessary to perform a person
analysis in addition to organisation and task analysis.
Person analysis involves determining which employees
require training and, equally important, which do not. In
this regard, person analysis is important for several reasons.
Firstly, it helps organisation to avoid the mistakes sending
all employees into training when some do not need it.
Person analysis also helps managers determine the areas in
which they are deficient.
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Training needs analysis

Training needs analysis covers three issues.

Current state Desired state
Organization’s current
results

Existing knowledge and skill

Individual performance

Desired results, standards

Knowledge and skill needed

Required standards

The difference between the two columns is the training gap.
Training programmes are designed to improve individual
performance, thereby improving the performance of the
organisation.

 When you give skills training to someone use this
simple five-step approach:

1. Prepare the trainee - take care to relax them as lots of
people find learning new things stressful

2. Explain the job/task, skill, project, etc - discuss the
method and why; explain standards and why; explain
necessary tools, equipment or systems

3. Provide a demonstration - step-by-step - the more
complex, the more steps - people cannot absorb a whole
complicated task all in one go - break it down - always
show the correct way - accentuate the positive - seek
feedback and check understanding

4. Have the trainee practice the job - we all learn best by
actually doing it - (‘I hear and I forget, I see and I
remember, I do and I understand’ - Confucius)

5. Monitor progress - give positive feedback - encourage,
coach and adapt according to the pace of development

Creating and using progress charts are helpful, and are essential
for anything complex - if you can’t measure it you can’t manage
it. It’s essential to use other training tools too for planning,
measuring, assessing, recording and following up on the
person’s training.
Breaking skills down into easily digestible elements enables you
to plan and manage the training activities much more effectively.
Training people in stages, when you can build up each skill, and
then an entire role, from a series of elements, keeps things
controlled, relaxed and always achievable in the mind of the
trainee.
Establishing a relevant ‘skill set’ is essential for assessing and
prioritizing training for any role. It is not sufficient simply to
assess against a job description, as this does not reflect skills,
only responsibilities, which are different. Establishing a
‘behaviour set’ is also very useful, but is a more difficult area to
assess and develop. Using Skill-Sets to measure individual’s
skills and competencies is the first stage in producing training
needs analysis for individuals, a group, and a whole
organisation. You can see and download a free Skill-Set tool and
Training Needs Analysis tool the free resources page.

Psychometric tests (and even graphology - handwriting analysis)
are also extremely useful for training and developing people, as
well as recruitment, which is the more common use.
Can you find out how??
Psychometric testing produces reliable assessments, which are by
their nature objective, rather than subjective, as tends to be with
your own personal judgment. Some tips to make learning more
enjoyable and effective:
• Keep instructions positive (‘do this’ rather than ‘don’t do

this’)
• Avoid jargon - or if you can’t then explain them and better

still provide a written glossary
• You must tailor training to the individual, so you need to

be prepared to adapt the pace according to the performance
once training has begun

• Encourage, and be kind and thoughtful - be accepting of
mistakes, and treat them as an opportunity for you both to
learn from them

• Focus on accomplishment and progress - recognition is the
fuel of development

• Offer praise generously
• Be enthusiastic - if you show you care you can expect your

trainee to care too
• Check progress regularly and give feedback
• Invite questions and discussion
• Be patient and keep a sense of humor

Induction training tips:

• Assess skill and knowledge level before you start
• Teach the really easy stuff first
• Break it down into small steps and pieces of information
• Encourage pride
• Cover health and safety issues fully and carefully
• Try to identify a mentor or helper for the trainee
Most important of all: As a manager, supervisor, or an
organisation, helping your people to develop is the greatest
contribution you can make to their well-being. Do it to
your utmost and you will be rewarded many times over
through greater productivity, efficiency, environment and
all-round job-satisfaction.

Remember also to strive for your own personal self-
development at all times - these days we have more
opportunity and resource available than ever to increase
our skills, knowledge and self-awareness. Make use of it
all.

Activity 1 (10 minutes)Note down key experiences, which have
developed your capacity and confidence at work, and the skills
you are able to bring to your employer (or indeed a new
employer!)



71

Organizations often have a training and development
strategy, based on the overall strategy for business. We can list
the following steps.
Step 1. Identify the skills and competences are needed by

the business plan

Step 2. Draw up the development strategy to show how
training and development activities will assist in
meeting the targets of the corporate plan.

Step 3. Implement the training and development strategy.
The advantage of such an approach is that the training is:
• Relevant
• Problem-based (i.e. corrects a real lack of skills)
• Action-oriented
• Performance-related

Training and the organisation

Benefits for the organisation of training and
development programmes

Benefit Comment 
Minimize the learning cost of 
obtaining the skills the 
Organization needs

Lower costs and increased
productivity,  thereby 
improving performance

Fewer accidents, and better 
health and safety

Less need for detailed
supervision

Flexibility

Training supports the business strategy.

Some people suggest that higher levels of 
training explain the higher productivity of 
German as opposed to many British 
manufacturers

EU health and safety directives require a
certain level of training. Employees can take 
employers to court if accidents occur or if 
unhealthy work practices persist.

If people are trained they can get on with 
the job, and managers can concentrate on 
other things. Training is an aspect of 
empowerment.

Training ensures that people have the 
variety of skills needed - multi-skilling is 
only possible if people are properly trained.

Benefit Comment
Recruitment and 
succession planning

Change management

Corporate culture

Motivation

Training and development attracts new recruits and 
ensures that the organisation has a supply of suitable 
managerial and technical staff to take over when 
people retire.

Training helps organisations manage change by 
letting people know why the change is happening
and giving them the skills to cope with it.

1. Training programmes can be used to build the 
corporate culture or to direct it in certain ways, 
by indicating that certain values are espoused.

2. Training programmes can build relationships
between  staff and managers in different 
areas of the business

Training programmes can increase commitment to 
the organization’s goals
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Training cannot do everything!!! Always remember
that!

Training only really covers:

Aspect of 
performance

Areas covered

Individual

Physical and job

Organisational and 
social

Education; Experience; 
possibly Personal 
Circumstances (if 
successful completion 
of training is 
accompanied by a 
higher salary

Methods of work

Methods of work

In other words, training cannot improve performance
problems arising out of:
• Bad management
• Poor job design
• Poor equipment, factory layout and work organisation
• Other characteristics of the employee (e.g. intelligence)
• Motivation - training gives a person the ability but not

necessarily the willingness to improve
• Poor recruitment
Activity 2 (1 0 minutes)Despite all the benefits to the
organisation, many are still reluctant to train. What reasons can
you give for this?

Training and the individual
For the individual employee, the benefits of training and
development are more clear-cut and few refuse it if it is offered.

Benefit Comment
Enhances portfolio of skills

Psychological benefits

Social benefit

The job

Even if not specifically related to the 
current job, training can be useful in 
other contexts, and the employee 
becomes more attractive to
employers and more promotable

The trainee might feel reassured that 
he/she is of continuing value to the 
organization
People's social needs can be met by 
training courses they can also
develop networks of contacts

Training can help people do their 
job better, thereby increasing job
satisfaction

CASE EXAMPLE

Training for quality
The British Standards for Quality Systems (BS EN ISO 9000:
formerly BS 5750) which many UK organizations are working
towards (often at the request of customers, who perceive it to
be a ‘guarantee’ that high standards of quality control are being
achieved) includes training requirements. As the following
extract shows, the Standard identifies training needs for those
organizations registering for assessment, and also shows the
importance of a systematic approach to ensure adequate control.
The training, both by specific training to perform assigned tasks
and general training to heighten quality awareness and to mould
attitudes of all personnel in an organisation, is central to the
achievement of quality.
The comprehensiveness of such training varies with the
complexity of the organisation. The following steps should be
taken:
1 Identifying the way tasks and operations influence quality

in total
2 Identifying individuals; training needs against those

required for satisfactory performance of the task
3 Planning and carrying out appropriate specific training
4 Planning and organizing general quality awareness

programmes
5 Recording training and achievement in an easily retrievable

form so that records can be updated and taps in training
can be readily identified

Concept of Human Resource Development
Human resource development is the process of enhancing the
potential of people (as individuals and groups) to perform
better in all spheres of life. People’s potential can be developed
through training and capacity-building, access to opportunities,
and access to an environment, which supports their develop-
ment.
Thus, summarizing we can say: “the term HRD means the
integrated use of training and development, organization
development, and career development to improve individual,
group, and organizational effectiveness.”

The Significance Of Human Resource Development
The essence of “Managing People” is that employees are
valued assets and that their value should be increased by a
systematic and coherent approach to investing in their training
and development. Resourcing is about provid-ing the skills
haze needed by the organization. Human resource develop-
ment (HR D) is about enhancing and widening these skills by
training, by helping people to grow within the organization,
and by enabling them to make better use of their skills and
abilities. Resourcing and HRD policies are closely linked.
Companies can operate a make or buy policy (or a combination
of the two), growing their own skills or acquiring them from
elsewhere.
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As Keep (1989) says:

One of the primary objectives of HRM is the creation of
conditions whereby the latent potential of employees will
be realized and their commitment to the causes of the
organization secured. This latent potential is taken to
include, not merely the capacity to acquire and utilize new
skills and knowledge, but also a hitherto untapped wealth
of ideas about how the organization’s operations might be
better ordered.

Benefits of HUMAN RESOURCE DEVELOPMENT
Besides enlarging and developing the skills base of the organi-
zation, investment in HRD can provide the following benefits:
• A signa l to employees that the company believes they are

important.
• Motiva tion to acquire and use new skills for which they

will be rewarded.
• Commitment by communicating to employees the values

of the organization, for example quality and customer
service, and ensuring that. they learn how they should
uphold them.

• Identifica tion with the company by helping people to
achieve a better understanding of its aims and policies.

• Communica tion - training can provide an effective channel
for two--way communication, especially if ‘workshops’ are
used to bring managers and employees together to discuss
organizational issues and develop plans jointly to deal with
them.

• Need sa tisfaction - training can contribute to the
satisfaction of people’s needs for achievement and
recognition; to be singled out to attend a course can be a
powerful motivator.

• Job enrichment through skills development - training can
enable people to exercise greater responsibility, and can
enlarge their portfolio of skills which they can use both to
their own advantage and that of the company. For
example, an important spin-off from the introduction of
quality circles is the training given to their members in
analytical, problem-solving and presentation skills.

• Cha nge ma na gement - Education and training are
essential ingre-dients in a change management programme.
They help people - to understand why change is necessary
and how they will benefit. They can equip them with the
confidence to cope with change and the skills they need to
implement it.

In short, human resource development empowers members of
the organization to increase their contribution to its success
while enabling them to build their skills and capacities simulta-
neously.

Summary of the lesson:

• In order to achieve its goals, an organisation requires a
skilled workforce. This is partly achieved by training.

• The main purpose of training and development is to raise
competence and therefore performance standards. It is
also concerned with personal development, helping and
motivating employees to fulfill their potential.

• A thorough analysis of training needs should be carried
out as part of a systematic approach to training, to ensure
that training programmes meet organisational and
individual requirements. Once training needs have been
identified, they should be translated into training
objectives.

• Individuals can incorporate training and development
objectives into a personal development plan.

Exercises:

1. Why is training need assessment necessary before
conducting any training programme?

2. Explain the process of TNA?
3. Describe the various approaches to evaluate the training

need assessment.
4. Training needs analysis takes place during which phase of

the training process?
5. a method of training needs analysis often used to identify

organisation-wide training needs is_____________.
6. List examples of development opportunities within

organisations.
7. List how training can contribute to:

(a) Organisational effectiveness
     (b) Individual effectiveness and motivation
8. According to ISO 9000, what are the main steps to be

adopted in a systematic approach to training?
9. Define the term ‘training need’.
10.How training objectives should be expressed?
11.What is the performance analysis?



Training and DevelopmentTraining and Development

Concepts of identifying training & 
development needs

TrainingTraining

“………is 'the planned and systematic
modification of behaviour through learning 
events, programmes and instruction which 
enable individuals to achieve the level of 
knowledge, skills and competence to carry 
out their work effectively'.”

Training DriversTraining Drivers
� Customer satisfaction surveys 
� Business performance statistics and reports. 
� Financial reports and ratios.
� Competitor analysis and comparison, e.g. SWOT analysis. 
� Management feedback on employee needs, including from 

appraisals.
� Training audits, staff assessment centers. 
� Staff feedback on training needs. 
� Director-driven policy and strategic priorities. 
� Legislative pressures. 
� Relevant qualification and certification programmes. 

DevelopmentDevelopment

“…..is 'the growth or realization of a
person's ability and potential through the
provision of learning and educational
experiences'.”



Methods used in Training Needs Methods used in Training Needs 
assessmentassessment

Group or organizational
analysis

Individuals Analysis

•Organizational goals and 
objectives.
•Personnel /skills inventories
•Organizational climate indices
•Efficiency indices
•Exit interview
•MBO or work planning 
systems
•Quality circles
•Customer survey/satisfaction 
data
•Consideration of current and 
projected changes

•Work sampling
•Interviews
•Questionnaires
•Attitude survey
•Training progress
•Rating scales.

•Performance appraisal

Thayer and McGhee Model Thayer and McGhee Model 

It involves the following types of analysis:
1. Organisational analysis,
2. Task analysis, and
3. Person analysis.

Limitations of TrainingLimitations of Training
Training only really covers:

Aspect of
performance

Areas covered

Individual

Physical and job

Organisational and
social

Education; Experience; possibly Personal
Circumstances (if successful completion of 
training is accompanied by a higher salary
Methods of work

Methods of work

Benefits of Benefits of HUMANHUMAN
RESOURCE DEVELOPMENTRESOURCE DEVELOPMENT

� signal
� Motivation
� Commitment
� Identification
� Communication
� Need satisfaction 
� Job enrichment

Change management
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LESSON 11:
LEARNING STYLES AND PROCESSES

UNIT 2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENT

Contents:

Designing development Programmes

         Learning styles
         Process of Learning

         Individual Learning

         Exercises.

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Identify several principles of learning 
� Understand how individual differences affect 

the learning process and the various Learning 
theories

� Learn the Kolbe’s model of Learning
� Apply the learning styles in managing people.
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Introduction: Foundation for designing
Development Programs
 So friends learning; it is something, which we have always been
doing but never thought of! Can I have some views about
what learning means to you?
Learning takes place when new or changed knowledge or skills
have been acquired or developed which can be put to use
permanently or atleast over extended period of time. Learning
can be achieved through:
• Education- the increase of knowledge through systematic

instruction or self- development, drawing out latent
abilities and developing mental powers.

• Training- the systematic modification of behavior and
development of skills through instruction, working and
planned experience.

• Experience-the development of skills and capabilities
through action, reflection and personal observation.

• Practice-putting something we have learned into effect until
it has been fully absorbed and is part of our regular
behavior and performance.

Thus, learning has to be standardized, it should be guided and
then feedback taken. Thus, a set procedure is followed and is
called a learning theory.

Why consider learning theories?
This lecture has summarized a range of learning theories that
can be applied in organizational contexts. Training and develop-
ment activities can be designed and implemented to take
principles of learning into account. Also, it is interesting to
think about individual differences among learners and to work
towards including activities that have variety and interest for all
the learners in organizational programs.

Activity (10 minutes)You are currently studying for the BBA
qualification. Was this your own decision, or were you encour-
aged to do so by your employer?

Theories of learning
There are many different theories of how people learn. What
follows is a variety of them, and it is useful to consider their
application to how your students learn and also how you teach
in educational programs. It is interesting to think about your
own particular way of learning and to recognize that everyone
does not learn the way you do.
Burns conceives of learning as a relatively permanent change in
behavior with behavior including both observable activity and
internal processes such as thinking, attitudes and emotions.’ It
is clear that Burns includes motivation in this definition of
learning. Burns considers that learning might not manifest itself
in observable behavior until some time after the learning
program has taken place.

Sensory Stimulation Theory
Traditional sensory stimulation theory has as its basic premise
that effective learning occurs when the senses are stimulated
(Laird, 1985). Laird quotes research that found that the vast
majority of knowledge held by adults (75%) is learned through
seeing. Hearing is the next most effective (about 13%) and the
other senses - touch, smell and taste account for 12% of what
we know. By stimulating the senses, especially the visual sense,
learning can be enhanced. However, this theory says that if
multi-senses are stimulated, greater learning takes place.
Stimulation through the senses is achieved through a greater
variety of colors, volume levels, strong statements, facts
presented visually, use of a variety of techniques and media.

Reinforcement theory
This theory was developed by the behaviourist school of
psychology, notably by B.F. Skinner earlier this century. Skinner
believed that behaviour is a function of its consequences. The
learner will repeat the desired behaviour if positive reinforce-
ment (a pleasant consequence) follows the behaviour.
Positive reinforcement, or ‘rewards’ can include verbal reinforce-
ment such as ‘That is great’ or ‘You’re certainly on the right
track’ through to more tangible rewards such as a certificate at
the end of the course or promotion to a higher level in an
organisation.
Negative reinforcement also strengthens behaviour and refers
to a situation when a negative condition is stopped or avoided
as a consequence of the behaviour. Punishment, on the other
hand, weakens behaviour because a negative condition is
introduced or experienced as a consequence of the behaviour
and teaches the individual not to repeat the behaviour which
was negatively reinforced. A set of conditions is created which
are designed to eliminate behaviour. However, punishment is

LESSON 11:
LEARNING STYLES AND PROCESSES
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widely used in everyday life although it only works for a short
time and often only when the punishing agency is present.
Much of Competency Based Training is based on this theory,
and although it is useful in learning repetitive tasks like
multiplication tables and those work skills that require a great
deal of practice, higher order learning is not involved. There is
criticism of this approach that it is rigid and mechanical.

Cognitive-Gestalt approaches
The emphasis here is on the importance of experience, mean-
ing, problem-solving and the development of insights This
theory has developed the concept that individuals have different
needs and concerns at different times, and that they have
subjective interpretations in different contexts.

Holistic learning theory
The basic premise of this theory is that the ‘individual personal-
ity consists of many elements ... specifically ... the intellect,
emotions, the body impulse (or desire), intuition and imagina-
tion that all require activation if learning is to be more effective.

Facilitation theory (the humanist approach)
Carl Rogers and others have developed the theory of facilitative
learning. The basic premise of this theory is that learning will
occur by the educator acting as a facilitator, that is by establishing
an atmosphere in which learners feel comfortable to consider
new ideas and are not threatened by external factors
Other characteristics of this theory include:
• A belief that human beings have a natural eagerness to

learn,
• There is some resistance to, and unpleasant consequences

of, giving up what is currently held to be true,
• The most significant learning involves changing one’s

concept of oneself.
Facilitators are:
• Less protective of their constructs and beliefs than other

teachers,
• More able to listen to learners, especially to their feelings,
• Inclined to pay as much attention to their relationship with

learners as to the content of the course,
• Apt to accept feedback, both positive and negative and to

use it as constructive insight into themselves and their
behaviour.

Learners:
• Are encouraged to take responsibility for their own

learning,
• Provide much of the input for the learning which occurs

through their insights and experiences,
• Are encouraged to consider that the most valuable

evaluation is self-evaluation and that learning needs to
focus on factors that contribute to solving significant
problems or achieving significant results.

Experiential learning
Kolb proposed a four-stage learning process with a model that
is often referred to in describing experiential learning. The
process can begin at any of the stages and is continuous, i.e.

there is no limit to the number of cycles you can make in a
learning situation. This theory asserts that without reflection we
would simply continue to repeat our mistakes. The experiential
learning cycle:

Kolb’s research found that people learn in four ways with the
likelihood of developing one mode of learning more than
another. As shown in the ‘experiential learning cycle’ model
above, learning is:
• Through concrete experience
• Through observation and reflection
• Through abstract conceptualization
• Through active experimentation

Action Learning
Action Learning is the approach that links the world of learning
with the world of action through a reflective process within
small cooperative learning groups known as ‘action learning
sets’. The ‘sets’ meet regularly to work on individual members’
real-life issues with the aim of learning with and from each
other. The ‘father’ of Action Learning, Reg Revans, has said
that there can be no learning without action and no (sober and
deliberate) action without learning.
Revans argued that learning could be shown by the following
equation, where L is learning; P is programmed knowledge (e.g.
traditional instruction) and Q is questioning insight.
L = P + Q
Revans, along with many others who have used, researched and
taught about this approach, argued that Action Learning is ideal
for finding solutions to problems that do not have a ‘right’
answer because the necessary questioning insight can be
facilitated by people learning with and from each other in action
learning ‘sets’.

Adult Learning (Andragogy)
Malcolm Knowles (1978, 1990) is the theorist who brought the
concept of adult learning to the fore. He has argued that
adulthood has arrived when people behave in adult ways and
believe themselves to be adults. Then they should be treated as
adults. He taught that adult learning was special in a number of
ways. For example:
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• Adult learners bring a great deal of experience to the
learning environment. Educators can use this as a resource.

• Adults expect to have a high degree of influence on what
they are to be educated for, and how they are to be
educated.

• The active participation of learners should be encouraged
in designing and implementing educational programs.

• Adults need to be able to see applications for new learning.
• Adult learners expect to have a high degree of influence on

how learning will be evaluated.
• Adults expect their responses to be acted upon when asked

for feedback on the progress of the program.

EXAMPLE
An employee interviews a customer for the first time (concrete
experience). He observes his own performance and the dynam-
ics of the situation (observation) and afterwards, having failed
to convince the customer to buy his product, the employee
analyses what he did right and wrong (reflection). He comes to
the conclusion that he failed to listen to what the customer
really wanted and feared, underneath his general reluctance: he
realizes that the key to communication is listening (abstraction/
generalization). In his next interview he applies his strategy to
the new set of circumstances (application/testing). This
provides him with a new experience with which to start the cycle
over again.
Simplified, this ‘learning by doing’ approach involves:
• Act
• Analyze action
• Understand principles
• Apply principles

Activity (15 minutes)With reference to Kolb’s learning cycle,
think of a situation on your present course where you have
been involved in a practical exercise or ‘experiential learning’.
Illustrate the stages of the learning cycle using your chosen
example.

THE LEARNING PROCESS
There are different schools of learning theory which explain and
describe how people learn.
(a) Behaviourist psychology concentrated on the relationship

between stimuli (input through the senses) and
responses to those stimuli. ‘Learning’ is the formation of
new connections between stimulus and response, on the
basis of conditioning. We modify our responses in future
according to whether the results of our behaviour in the
past have been good or bad.

(b) The cognitive approach argues that the human mind
takes sensory -information and imposes organization and
meaning on it: we interpret and rationalize. We use
feedback information on the results of past behaviour
make rational decisions about whether to maintain
successful behaviours or modify unsuccessful behaviours in
future, according to our goals and our plans for reaching
them.

Lessons from learning theories:
Training efforts must invariably follow certain learning-oriented
guidelines:

1. Modelling
Modelling is simply copying someone else’s behaviour. Passive
class- room learning does not leave any room for modelling. If
we want to change people, it would be a good idea to have
videotapes of people showing the desired behaviour.

2. Motivation
For learning to take place, intention to learn is important. When
the employee is motivated, he pays attention to what is being
said, done and presented. Motivation to learn is influenced by
the answers to questions such as: How important is my job to
me? How important is the information? Will learning help me
progress in the company? People learn more quickly when the
material is important and relevant to them.

3. Reinforcement
If a behaviour is rewarded, it probably will be repeated. Positive
reinforcement consists of rewarding desired behaviours. People
avoid certain behaviours that invite criticism and punishment.
To be effective, the trainer must reward desired behaviours only.
If he rewards poor performance, the results may be disastrous:
good performers may quit in frustration, accidents may go up,
productivity may suffer. The reinforcement principle is also
based on the premise that punishment is less effective in
learning than reward.

4. Feedback
People learn best if reinforcement is given as soon as possible
after training. Positive feedback (showing the trainee the right
way of doing things) is to be preferred to negative feedback
(telling the trainee that he is not correct) when we want to
change behaviour.

5. Spaced Practice
Learning takes place easily if the practice sessions are spread over
a period of time. New employees learn better if the orientation
programme is spread over a two or three day period, instead of
covering it all in one day.

6. Whole Learning
The concept of whole learning suggests that employees learn
better if the job information is explained as an entire logical
process, ,so that they can see how the various actions fit
together into the ‘big picture’.

7. Active Practice
Learning is enhanced when trainees are provided ample
opportunities to repeat the task. For maximum benefit, practice
sessions should be distributed over time.

8. Applicability of Training
Training should be as real as possible so that trainees can
successfully transfer the new knowledge to their jobs.

9. Environment
Finally, environment plays a major role in training. It is natural
that workers, who are exposed to training in comfortable
environments with adequate, well spaced rest periods are more
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likely to learn than employees whose training conditions are less
than ideal.

Effective training programmes
Whichever approach it is based on, learning theory offers certain
useful propositions for the design of effective training
programmes.

Proposition Comment
The individual should be
motivated to learn

There should be clear
objectives and standards
set, so that each task has 
some meaning

There should be timely,
relevant feedback on
performance and progress

Positive and negative
reinforcement should be 
judiciously used

Active participation  is
more telling than passive 
reception (because of its
effect on the motivation to 
learn, concentration and
recollection).

The advantages of training should be made clear,
according to the individual's motives - money,
opportunity, valued skills or whatever.

Each stage of learning should present a challenge,
without overloading the trainee or making them lose 
confidence. Specific objectives and performance
standards for each will help the trainee in the planning 
and control process that leads to learning, and providing 
targets against which performance will constantly be 
measured.

This will usually be provided by the trainer, and should 
be concurrent - or certainly not long delayed. If progress 
reports or performance appraisals are given only at the 
year end, for example, there will be no opportunity for 
behaviour adjustment or learning in the meantime.

Recognition and encouragement enhance an individuals 
confidence in their competence and progress:
punishment for poor performance especially without 
explanation and correction discourages the learner and 
creates feelings of guilt, failure and hostility

If a high degree of participation is impossible, practice 
and repetition can be used to reinforce receptivity.
However, participation has the effect of encouraging 
'ownership' of the process of learning and changing -
committing the individual to it as their own goal, not just 
an imposed process.

Learning Styles
Differences in learning styles
As already discussed, the idea that people learn in different ways
has been explored over the last few decades by educational
researchers. Kolb, one of the most influential of these, found
that individuals begin with their preferred style in the experien-
tial learning cycle.
Honey and Mumford building on Kolb’s work, identified four
learning styles:
• Activist (enjoys the experience itself),
• Reflector (spends a great deal of time and effort reflecting)
• Theorist (good at making connections and abstracting ideas

from experience)
• Pragmatist (enjoys the planning stage)
There are strengths and weaknesses in each of these styles.
Honey and Mumford argue that learning is enhanced when we
think about our learning style so that we can build on strengths
and work towards minimizing weaknesses to improve the
quality of learning.
Let us briefly look into these four learning styles.

Activists
Activists involve themselves fully and without bias in new
experiences. They enjoy the here and now and are happy to be

dominated by immediate experiences. They are open-minded,
not sceptical, and this tends to make them enthusiastic about
anything new. Their philosophy is: “I’ll try anything once”.
They tend to act first and consider the consequences afterwards.
Their days are filled with activity. They tackle problems by
brainstorming. As soon as the excitement from one activity has
died down they are busy looking for the next. They tend to
thrive on the challenge of new experiences but are bored with
implementation and longer term consolidation. They are
gregarious people constantly involving themselves with others
but, in doing so, they seek to centre all activities around
themselves.

Reflectors
Reflectors like to stand back to ponder experiences and observe
them from many different perspectives. They collect data, both
first hand and from others, and prefer to think about it
thoroughly before coming to any conclusion. The thorough
collection and analysis of data about experiences and events is
what counts so they tend to postpone reaching definitive
conclusions for as long as possible. Their philosophy is to be
cautious. They are thoughtful people who like to consider all
possible angles and implications before making a move. They
prefer to take a back seat in meetings and discussions. They
enjoy observing other people in action. They listen to others
and get the drift of the discussion before making their own
points. They tend to adopt a low profile and have a slightly
distant, tolerant, unruffled air about them. When they act it is
part of a wide picture which includes the past as well as the
present and others’ observations as well as their own.

Theorists
Theorists adapt and integrate observations into complex but
logically sound theories. They think problems through in a
vertical, step by step, logical way. They assimilate disparate facts
into coherent theories. They tend to be perfectionists who
won’t rest easy until things are tidy and fit into a rational
scheme. They like to analyse and synthesise. They are keen on
basic assumptions, principles, theories, models and systems
;thinking. Their philosophy prizes rationality and logic. “If it’s
logical it’s good”. Questions they frequently ask are; “Does it
make sense?” “How does this fit with that?” “What are the
basic assumptions?” They tend to be detached, analytical and
dedicated to rational objectivity rather than anything subjective
or ambiguous. Their approach to problems is consistently
logical. This is their ‘mental set’ and they rigidly reject anything
that doesn’t fit with it. They prefer to maximize certainty and
.eel uncomfortable with subjective judgments, lateral thinking
and anything flippant.

Pragmatists
Pragmatists are keen on trying out ideas, theories and tech-
niques to see if they work in practice. They positively search out
new ideas and take the first opportunity to experiment with
applications. They are the sort of people who return from
management courses brimming with new ideas that they want
to try out in practice. They like to get on with things and act
quickly and confidently on ideas that attract them. They tend to
be impatient with ruminating and open-ended discussions.
They are essentially practical, down to earth people who like
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making practical decisions and solving problems. They respond
to problems and opportunities ‘as a challenge’. Their philoso-
phy is: “There is always a better way” and “If it works it’s
good”.
Each style ‘connects’ with a stage on the continuous learning
cycle.
• People with Activist preferences, with their ‘I’ll try anything

once’ approach, are well equipped for Experiencing.
• People with Reflector preferences, with their predilection

for mulling over data, are well equipped for Reviewing
• People with Theorist preferences, with their need to tidy up

and have answers’, are well equipped for Concluding.
• Finally, people with Pragmatist preferences, with their liking

for things practical, are well equipped for Planning.

Figure:  Representation of the learning style:

Activity  (10 minutes)With reference to the four learning styles
drawn up by Honey and Mumford, which of these styles do
you think most closely resembles your own? What implications
have this got for the way you learn?

Barriers to learning
According to Peter Senge, there are seven sources of learning
disability in organizations, which prevent them from attaining
their potential - which trap them into ‘mediocrity’, for example,
when they could be achieving ‘excellence’.
(a) ‘I am my position’. When asked what they do for a living,

most people describe the tasks they perform, not the
purposes they fulfil; thus they tend to see their
responsibilities as limited to the boundaries of their
position.

(b)‘ The enemy is out there’. If things go wrong it is all too
easy to imagine that somebody else ‘out there’ was at fault.

(c) The illusion of taking charge. The individual decides to
be more active in fighting the enemy out there, trying to
destroy rather than to build.

(d) The fixation on events. Conversations in organizations
are dominated by concern about events (last month’s sales,
who’s just been promoted, the new product from our
competitor), and this focus inevitably distracts us from
seeing the longer-term patterns of change.

(e) The parable of the boiled frog.  Failure to adapt to
gradually building threats is pervasive. (If you place a frog
in a pot of boiling water, it will immediately try to
scramble our; bur if you place the frog in room
temperature water, he will stay put. If you heat the water
gradually, the frog will do nothing until he boils: this is
because ‘the frog’s internal apparatus for sensing threats to
survival is geared to sudden changes in his environment,
not to slow, gradual changes’.)

(f) The delusion of learning from experience. We learn
best from experience, but we never experience the results
of our most important and significant decisions. Indeed,
we never know what the outcomes would have been had
we done something else.

(g) The myth of the management team. All too often, the
management ‘team’ is not a team at all; but is a collection
of individuals competing for power and resources.

Activity (20 minutes)How far do Senge’s seven learning
disabilities apply to your own organization, or to some
other significant organization with which you may be
familiar?

For individuals, the barriers may be:
• ‘A waste of time’: people see no personal benefit from

training
• Training programs employ the wrong techniques for

people’s learning styles
• Unwillingness to change
By now you must have been aware of what actually learning is
and now if I ask you what learning means I am sure you would
be able to elaborately speak on it. Let us touch a newer a
concept, that is learning organization.
The concept of Learning organization is seen as one in which
learning is treated as a continous process that is fundamental to
business success. The learning organization is one, which
continually improves by defining and developing the capabilities
it needs to achieve its purpose, now and in the future.
The notion of a learning organization is somewhat abstract; as
it is often expressed as an aspiration rather than a reality. But the
concept has its uses. It focuses attention on the fact that
organizations should be concerned with learning from their
past and present successes and failures in order to achieve future
process and so does the individual.
Let us review the following article on learning organizations to
get a fair idea on what it entails.
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Supporting Learning- Learning Organizations : An
Excerpt

“…organizations where people continually expand their
capacity to create the results they truly desire, where new
and expansive patterns of thinking are nurtured, where
collective aspiration is set free, and where people are
continually learning to see the whole together.”

- Peter Senge
The basic rationale for such organizations is that in situations
of rapid change only those that are flexible, adaptive and
productive will excel. For this to happen, it is argued, organiza-
tions need to ‘discover how to tap people’s commitment and
capacity to learn at all levels’
While all people have the capacity to learn, the structures in
which they have to function are often not conducive to reflec-
tion and engagement. Furthermore, people may lack the tools
and guiding ideas to make sense of the situations they face.
Organizations that are continually expanding their capacity to
create their future require a fundamental shift of mind among
their members.

‘When you ask people about what it is like being part of a
great team, what is most striking is the meaningfulness of
the experience. People talk about being part of something
larger than themselves, of being connected, of being
generative. It become quite clear that, for many, their
experiences as part of truly great teams stand out as
singular periods of life lived to the fullest. Some spend the
rest of their lives looking for ways to recapture that spirit.’

Real learning gets to the heart of what it is to be human. We
become able to re-create ourselves. This applies to both
individuals and organizations. Thus, for a ‘learning organiza-
tion it is not enough to survive. ‘“Survival learning” or what is
more often termed “adaptive learning” is important – indeed it
is necessary. But for a learning organization, “adaptive learning”
must be joined by “generative learning”, learning that enhances
our capacity to create’
The dimension that distinguishes learning from more tradi-
tional organizations is the mastery of certain basic disciplines or
‘component technologies’. The five that are identified are:
• Systems thinking
• Personal mastery
• Mental models
• Building shared vision
• Team learning
People are agents, able to act upon the structures and systems
of which they are a part. All the disciplines are, in this way,
‘concerned with a shift of mind from seeing parts to seeing
wholes, from seeing people as helpless reactors to seeing them
as active participants in shaping their reality, from reacting to the
present to creating the future’ (Senge 1990: 69). It is to the
disciplines that we will now turn.
 ‘We learn best from our experience, but we never directly
experience the consequences of many of our most important
decisions’, it is argued with regard to organizations. We tend to
think that cause and effect will be relatively near to one another.

Thus when faced with a problem, it is the ‘solutions’ that are
close by that we focus upon. Classically we look to actions that
produce improvements in a relatively short time span. How-
ever, when viewed in systems terms short-term improvements
often involve very significant long-term costs. For example,
cutting back on research and design can bring very quick cost
savings, but can severely damage the long-term viability of an
organization. Part of the problem is the nature of the feedback
we receive. Some of the feedback will be reinforcing (or
amplifying) – with small changes building on themselves.
‘Whatever movement occurs is amplified, producing more
movement in the same direction. A small action snowballs,
with more and more and still more of the same, resembling
compound interest’. Thus, we may cut our advertising budgets,
see the benefits in terms of cost savings, and in turn further
trim spending in this area. In the short run there may be little
impact on people’s demands for our goods and services, but
longer term the decline in visibility may have severe penalties.
An appreciation of systems will lead to recognition of the use
of, and problems with, such reinforcing feedback, and also an
understanding of the place of balancing (or stabilizing)
feedback.. A further key aspect of systems is the extent to which
they inevitably involve delays – ‘interruptions in the flow of
influence which make the consequences of an action occur
gradually’
The systems viewpoint is generally oriented toward the long-
term view. That’s why delays and feedback loops are so
important. In the short term, you can often ignore them; they’re
inconsequential. They only come back to haunt you in the long
term.
Use of ‘systems maps’ – diagrams that show the key elements
of systems and how they connect. However, people often have
a problem ‘seeing’ systems, and it takes work to acquire the
basic building blocks of systems theory, and to apply them to
your organization. On the other hand, failure to understand
system dynamics can lead us into ‘cycles of blaming and self-
defense: the enemy is always out there, and problems are always
caused by someone else’

The core disciplines
Alongside systems thinking, there stand four other ‘component
technologies’ or disciplines. A ‘discipline’ is viewed as a series of
principles and practices that we study, master and integrate into
our lives. The five disciplines can be approached at one of three
levels:

Pra ctices: what you do.
Principles: guiding ideas and insights.
Essences: the state of being those with high levels of
mastery in the discipline

Each discipline provides a vital dimension. Each is necessary to
the others if organizations are to ‘learn’.

Personal Mastery
‘Organizations learn only through individuals who learn.
Individual learning does not guarantee organizational learning.
But without it no organizational learning occurs’ . Personal
mastery is the discipline of ‘continually clarifying and deepening
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our personal vision, of focusing our energies, of developing
patience, and of seeing reality objectively’. It goes beyond
competence and skills, although it involves them. It goes
beyond spiritual opening, although it involves spiritual growth.
Mastery is seen as a special kind of proficiency. It is not about
dominance, but rather about calling. Vision is vocation rather
than simply just a good idea.

People with a high level of personal mastery live in a
continual learning mode. They never ‘arrive’. Sometimes,
language, such as the term ‘personal mastery’ creates a
misleading sense of definiteness, of black and white. But
personal mastery is not something you possess. It is a
process. It is a lifelong discipline. People with a high level
of personal mastery are acutely aware of their ignorance,
their incompetence, their growth areas. And they are deeply
self-confident. Paradoxical? Only for those who do not see
the ‘journey is the reward’.

Mental models.  These are ‘deeply ingrained assumptions,
generalizations, or even pictures and images that influence how
we understand the world and how we take action’ (Senge 1990:
8). As such they resemble what Donald A Schön talked about
as a professional’s ‘repertoire’. We are often not that aware of
the impact of such assumptions etc. on our behaviour – and,
thus, a fundamental part of our task (as Schön would put it) is
to develop the ability to reflect-in- and –on-action. Peter
Senge is also influenced here by Schön’s collaborator on a
number of projects, Chris Argyris.

‘The discipline of mental models starts with turning the
mirror inward; learning to unearth our internal pictures of
the world, to bring them to the surface and hold them
rigorously to scrutiny. It also includes the ability to carry on
‘learningful’ conversations that balance inquiry and
advocacy, where people expose their own thinking
effectively and make that thinking open to the influence of
others. (Senge 1990: 9)’

If organizations are to develop a capacity to work with mental
models then it will be necessary for people to learn new skills
and develop new orientations, and for their to be institutional
changes that foster such change. ‘Entrenched mental models…
thwart changes that could come from systems thinking’ (ibid.:
203). Moving the organization in the right direction entails
working to transcend the sorts of internal politics and game
playing that dominate traditional organizations. In other words
it means fostering openness (Senge 1990: 273-286). It also
involves seeking to distribute business responsibly far more
widely while retaining coordination and control. Learning
organizations are localized organizations (ibid.: 287-301).
Building shared vision. Peter Senge starts from the position
that if any one idea about leadership has inspired organizations
for thousands of years, ‘it’s the capacity to hold a share picture
of the future we seek to create’ (1990: 9). Such a vision has the
power to be uplifting – and to encourage experimentation and
innovation. Crucially, it is argued, it can also foster a sense of
the long-term, something that is fundamental to the ‘fifth
discipline’.

When there is a genuine vision (as opposed to the all-to-
familiar ‘vision statement’), people excel and learn, not

because they are told to, but because they want to. But
many leaders have personal visions that never get translated
into shared visions that galvanize an organization… What
has been lacking is a discipline for translating vision into
shared vision - not a ‘cookbook’ but a set of principles and
guiding practices.
The practice of shared vision involves the skills of
unearthing shared ‘pictures of the future’ that foster
genuine commitment and enrolment rather than
compliance. In mastering this discipline, leaders learn the
counter-productiveness of trying to dictate a vision, no
matter how heartfelt. (Senge 1990: 9)

Visions spread because of a reinforcing process. Increased clarity,
enthusiasm and commitment rub off on others in the
organization. ‘As people talk, the vision grows clearer. As it gets
clearer, enthusiasm for its benefits grow’ (ibid.: 227). There are
‘limits to growth’ in this respect, but developing the sorts of
mental models outlined above can significantly improve
matters. Where organizations can transcend linear and grasp
system thinking, there is the possibility of bringing vision to
fruition.

Team learning.
Such learning is viewed as ‘the process of aligning and develop-
ing the capacities of a team to create the results its members
truly desire’ (Senge 1990: 236). It builds on personal mastery
and shared vision – but these are not enough. People need to
be able to act together. When teams learn together, Peter Senge
suggests, not only can there be good results for the organiza-
tion, members will grow more rapidly than could have occurred
otherwise.

The discipline of team learning starts with ‘dialogue’, the
capacity of members of a team to suspend assumptions
and enter into a genuine ‘thinking together’. To the Greeks
dia-logos meant a free-flowing if meaning through a group,
allowing the group to discover insights not attainable
individually…. [It] also involves learning how to recognize
the patterns of interaction in teams that undermine
learning. (Senge 1990: 10)

The notion of dialogue that flows through The Fifth Discipline
is very heavily dependent on the work of the physicist, David
Bohm (where a group ‘becomes open to the flow of a larger
intelligence’, and thought is approached largely as collective
phenomenon).  When dialogue is joined with systems think-
ing, Senge argues, there is the possibility of creating a language
more suited for dealing with complexity, and of focusing on
deep-seated structural issues and forces rather than being
diverted by questions of personality and leadership style.
Indeed, such is the emphasis on dialogue in his work that it
could almost be put alongside systems thinking as a central
feature of his approach.

Leading the learning organization
Peter Senge argues that learning organizations require a new
view of leadership. He sees the traditional view of leaders (as
special people who set the direction, make key decisions and
energize the troops as deriving from a deeply individualistic and
non-systemic worldview (1990: 340). At its centre the traditional
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view of leadership, ‘is based on assumptions of people’s
powerlessness, their lack of personal vision and inability to
master the forces of change, deficits which can be remedied only
by a few great leaders’ (op. cit.). Against this traditional view he
sets a ‘new’ view of leadership that centres on ‘subtler and more
important tasks’.
In a learning organization, leaders are designers, stewards and
teachers. They are responsible for building organizations were
people continually expand their capabilities to understand
complexity, clarify vision, and improve shared mental models –
that is they are responsible for learning…. Learning organiza-
tions will remain a ‘good idea’… until people take a stand for
building such organizations. Taking this stand is the first
leadership act, the start of inspiring (literally ‘to breathe life into’)
the vision of the learning organization. (Senge 1990: 340)
Many of the qualities that Peter Senge discusses with regard to
leading the learning organization can be found in the shared
leadership model (discussed elsewhere on these pages). For
example, what Senge approaches as inspiration, can be ap-
proached as animation. Here we will look at the three aspects
of leadership that he identifies – and link his discussion with
some other writers on leadership.
• Leader as designer . The functions of design are rarely

visible, Peter Senge argues, yet no one has a more sweeping
influence than the designer (1990: 341). The organization’s
policies, strategies and ‘systems’ are key area of design, but
leadership goes beyond this. Integrating the five
component technologies is fundamental. However, the
first task entails designing the governing ideas – the
purpose, vision and core values by which people should
live. Building a shared vision is crucial early on as it ‘fosters
a long-term orientation and an imperative for learning’
(ibid.: 344). Other disciplines also need to be attended to,
but just how they are to be approached is dependent upon
the situation faced. In essence, ‘the leaders’ task is
designing the learning processes whereby people
throughout the organization can deal productively with the
critical issues they face, and develop their mastery in the
learning disciplines’ (ibid.: 345).

• Leader as steward. While the notion of leader as steward
is, perhaps, most commonly associated with writers such as
Peter Block (1993), Peter Senge has some interesting
insights on this strand. His starting point was the ‘purpose
stories’ that the managers he interviewed told about their
organization. He came to realize that the managers were
doing more than telling stories, they were relating the story:
‘the overarching explanation of why they do what they do,
how their organization needs to evolve, and how that
evolution is part of something larger’ (Senge 1990: 346).
Such purpose stories provide a single set of integrating
ideas that give meaning to all aspects of the leader’s work –
and not unexpectedly ‘the leader develops a unique
relationship to his or her own personal vision. He or she
becomes a steward of the vision’ (op. cit.). One of the
important things to grasp here is that stewardship involves
a commitment to, and responsibility for the vision, but it
does not mean that the leader owns it. It is not their

possession. Leaders are stewards of the vision, their task is
to manage it for the benefit of others (hence the subtitle
of Block’s book – ‘Choosing service over self-interest’).
Leaders learn to see their vision as part of something
larger. Purpose stories evolve as they are being told, ‘in fact,
they are as a result of being told’ (Senge 1990: 351). Leaders
have to learn to listen to other people’s vision and to
change their own where necessary. Telling the story in this
way allows others to be involved and to help develop a
vision that is both individual and shared.

• Leader as teacher. Peter Senge starts here with Max de
Pree’s (1990) injunction that the first responsibility of a
leader is to define reality. While leaders may draw
inspiration and spiritual reserves from their sense of
stewardship, ‘much of the leverage leaders can actually exert
lies in helping people achieve more accurate, more
insightful and more empowering views of reality (Senge 1990:
353). Building on an existing ‘hierarchy of explanation’
leaders, Peter Senge argues, can influence people’s view of
reality at four levels: events, patterns of behaviour, systemic
structures and the ‘purpose story’. By and large most
managers and leaders tend to focus on the first two of
these levels (and under their influence organizations do
likewise). Leaders in learning organizations attend to all
four, ‘but focus predominantly on purpose and systemic
structure. Moreover they “teach” people throughout the
organization to do likewise’ (Senge 1993: 353). This allows
them to see ‘the big picture’ and to appreciate the structural
forces that condition behaviour. By attending to purpose,
leaders can cultivate an understanding of what the
organization (and its members) are seeking to become.
One of the issues here is that leaders often have strengths
in one or two of the areas but are unable, for example, to
develop systemic understanding. A key to success is being
able to conceptualize insights so that they become public
knowledge, ‘open to challenge and further improvement’
(ibid.: 356).
“Leader as teacher” is not about “teaching” people how to
achieve their vision. It is about fostering learning, for
everyone. Such leaders help people throughout the
organization develop systemic understandings. Accepting
this responsibility is the antidote to one of the most
common downfalls of otherwise gifted teachers – losing
their commitment to the truth. (Senge 1990: 356)

Leaders have to create and manage creative tension – especially
around the gap between vision and reality. Mastery of such
tension allows for a fundamental shift. It enables the leader to
see the truth in changing situations.

Issues and problems
When making judgements about Peter Senge’s work, and the
ideas he promotes, we need to place his contribution in context.
His is not meant to be a definitive addition to the ‘academic’
literature of organizational learning. Peter Senge writes for
practicing and aspiring managers and leaders. The concern is to
identify how interventions can be made to turn organizations
into ‘learning organizations’. Much of his, and similar theorists’
efforts, have been ‘devoted to identifying templates, which real
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organizations could attempt to emulate’ (Easterby-Smith and
Araujo 1999: 2). In this field some of the significant contribu-
tions have been based around studies of organizational practice,
others have ‘relied more on theoretical principles, such as
systems dynamics or psychological learning theory, from which
implications for design and implementation have been derived’
(op. cit.). Peter Senge, while making use of individual case
studies, tends to the latter orientation.
The most appropriate question in respect of this contribution
would seem to be whether it fosters praxis – informed,
committed action on the part of those it is aimed at? This is an
especially pertinent question as Peter Senge looks to promote a
more holistic vision of organizations and the lives of people
within them. Here we focus on three aspects. We start with the
organization.
• Organizational imperatives. Here the case against Peter

Senge is fairly simple. We can find very few organizations
that come close to the combination of characteristics that
he identifies with the learning organization. Within a
capitalist system his vision of companies and
organizations turning wholehearted to the cultivation of
the learning of their members can only come into fruition
in a limited number of instances. While those in charge of
organizations will usually look in some way to the long-
term growth and sustainability of their enterprise, they
may not focus on developing the human resources that the
organization houses. The focus may well be on enhancing
brand recognition and status (Klein 2001); developing
intellectual capital and knowledge (Leadbeater 2000);
delivering product innovation; and ensuring that
production and distribution costs are kept down. As Will
Hutton (1995: 8) has argued, British companies’ priorities
are overwhelmingly financial. What is more, ‘the targets for
profit are too high and time horizons too short’ (1995: xi).
Such conditions are hardly conducive to building the sort
of organization that Peter Senge proposes. Here the case
against Senge is that within capitalist organizations, where
the bottom line is profit, a fundamental concern with the
learning and development of employees and associates is
simply too idealistic.

Yet there are some currents running in Peter Senge’s favour. The
need to focus on knowledge generation within an increasingly
globalized economy does bring us back in some important
respects to the people who have to create intellectual capital.

Productivity and competitiveness are, by and large, a
function of knowledge generation and information
processing: firms and territories are organized in networks
of production, management and distribution; the core
economic activities are global – that is they have the capacity
to work as a unit in real time, or chosen time, on a
planetary scale. (Castells 2001: 52)

A failure to attend to the learning of groups and individuals in
the organization spells disaster in this context. As Leadbeater
(2000: 70) has argued, companies need to invest not just in new
machinery to make production more efficient, but in the flow
of know-how that will sustain their business. Organizations

need to be good at knowledge generation, appropriation and
exploitation. This process is not that easy:

Knowledge that is visible tends to be explicit, teachable,
independent, detachable, it also easy for competitors to
imitate. Knowledge that is intangible, tacit, less teachable,
less observable, is more complex but more difficult to
detach from the person who created it or the context in
which it is embedded. Knowledge carried by an individual
only realizes its commercial potential when it is replicated
by an organization and becomes organizational knowledge.
(ibid.: 71)

Here we have a very significant pressure for the fostering of
‘learning organizations’. The sort of know-how that Leadbeater
is talking about here cannot be simply transmitted. It has to be
engaged with, talking about and embedded in organizational
structures and strategies. It has to become people’s own.
• A question of sophistication and disposition. One of

the biggest problems with Peter Senge’s approach is
nothing to do with the theory, it’s rightness, nor the way it
is presented. The issue here is that the people to whom it
is addressed do not have the disposition or theoretical
tools to follow it through. One clue lies in his choice of
‘disciplines’ to describe the core of his approach. As we saw
a discipline is a series of principles and practices that we
study, master and integrate into our lives. In other words,
the approach entails significant effort on the part of the
practitioner. It also entails developing quite complicated
mental models, and being able to apply and adapt these to
different situations – often on the hoof. Classically, the
approach involves a shift from product to process (and
back again). The question then becomes whether many
people in organizations can handle this. All this has a direct
parallel within formal education. One of the reasons that
product approaches to curriculum (as exemplified in the
concern for SATs tests, examination performance and
school attendance) have assumed such a dominance is that
alternative process approaches are much more difficult to
do well. They may be superior – but many teachers lack the
sophistication to carry them forward. There are also
psychological and social barriers. As Lawrence Stenhouse
put it some years ago: ‘The close examination of one’s
professional performance is personally threatening; and the
social climate in which teachers work generally offers little
support to those who might be disposed to face that
threat’ (1975: 159). We can make the same case for people
in most organizations.

The process of exploring one’s performance, personality and
fundamental aims in life (and this is what Peter Senge is
proposing) is a daunting task for most people. To do it we
need considerable support, and the motivation to carry the task
through some very uncomfortable periods. It calls for the
integration of different aspects of our lives and experiences.
There is, here, a straightforward question concerning the vision
– will people want to sign up to it? To make sense of the sorts
of experiences generated and explored in a fully functioning
‘learning organization’ there needs to be ‘spiritual growth’ and
the ability to locate these within some sort of framework of
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commitment. Thus, as employees, we are not simply asked to
do our jobs and to get paid. We are also requested to join in
something bigger. Many of us may just want to earn a living!
• Politics and vision. Here we need to note two key

problem areas. First, there is a question of how Peter Senge
applies systems theory. While he introduces all sorts of
broader appreciations and attends to values – his theory is
not fully set in a political or moral framework. There is not
a consideration of questions of social justice, democracy
and exclusion. His approach largely operates at the level of
organizational interests. This is would not be such a
significant problem if there was a more explicit vision of
the sort of society that he would like to see attained, and
attention to this with regard to management and
leadership. As a contrast we might turn to Peter Drucker’s
(1977: 36) elegant discussion of the dimensions of
management. He argued that there are three tasks – ‘equally
important but essentially different’ – that face the
management of every organization. These are:
To think through and define the specific purpose and
mission of the institution, whether business enterprise,
hospital, or university.
To make work productive and the worker achieving.
To manage social impacts and social responsibilities. (op.
cit.)

He continues:
None of our institutions exists by itself and as an end in
itself. Every one is an organ of society and exists for the
sake of society. Business is not exception. ‘Free enterprise’
cannot be justified as being good for business. It can only
be justified as being good for society. (Drucker 1977: 40)

If Peter Senge had attempted greater connection between the
notion of the ‘learning organization’ and the ‘learning society’,
and paid attention to the political and social impact of organiza-
tional activity then this area of criticism would be limited to the
question of the particular vision of society and human
flourishing involved.

Second, there is some question with regard to political
processes concerning his emphasis on dialogue and shared
vision. While Peter Senge clearly recognizes the political
dimensions of organizational life, there is sneaking
suspicion that he may want to transcend it. In some ways
there is link here with the concerns and interests of
communitarian thinkers like Amitai Etzioni (1995, 1997).
As Richard Sennett (1998: 143) argues with regard to
political communitarianism, it ‘falsely emphasizes unity as
the source of strength in a community and mistakenly fears
that when conflicts arise in a community, social bonds are
threatened’. Within it (and arguably aspects of Peter
Senge’s vision of the learning organization) there seems, at
times, to be a dislike of politics and a tendency to see
danger in plurality and difference. Here there is a tension
between the concern for dialogue and the interest in
building a shared vision. An alternative reading is that
difference is good for democratic life (and organizational
life) provided that we cultivate a sense of reciprocity, and

ways of working that encourage deliberation. The search is
not for the sort of common good that many
communitarians seek (Guttman and Thompson 1996: 92)
but rather for ways in which people may share in a
common life. Moral disagreement will persist – the key is
whether we can learn to respect and engage with each
other’s ideas, behaviours and beliefs.

Conclusion
John van Maurik (2001: 201) has suggested that Peter Senge has
been ahead of his time and that his arguments are insightful
and revolutionary. He goes on to say that it is a matter of regret
‘that more organizations have not taken his advice and have
remained geared to the quick fix’. As we have seen there are very
deep-seated reasons why this may have been the case. Beyond
this, though, there is the questions of whether Senge’s vision
of the learning organization and the disciplines it requires has
contributed to more informed and committed action with
regard to organizational life? Here we have little concrete
evidence to go on. However, we can make some judgements
about the possibilities of his theories and proposed practices.
We could say that while there are some issues and problems
with his conceptualization, at least it does carry within it some
questions around what might make for human flourishing. The
emphases on building a shared vision, team working, personal
mastery and the development of more sophisticated mental
models and the way he runs the notion of dialogue through
these does have the potential of allowing workplaces to be
more convivial and creative. The drawing together of the
elements via the Fifth Discipline of systemic thinking, while not
being to everyone’s taste, also allows us to approach a more
holistic understanding of organizational life (although Peter
Senge does himself stop short of asking some important
questions in this respect). These are still substantial achieve-
ments – and when linked to his popularizing of the notion of
the ‘learning organization’ – it is understandable why Peter
Senge has been recognized as a key thinker.

Exercises

1. Have you ever felt an invisible barrier to your learning a
lesson or a course? Describe. How did you deal with it?

2. Among all the theories of learning, which one describes
your learning style more? Give examples.

3. Discuss among your group on the applications of all the
theories of learning in day to day life. Prepare a report on
the same.

4. You have been learning various things. In some cases you
wer highly satisfied; in other cases you felt you felt
frustrated. Recall one experience when you learned and
retained it. What are the conditions which helped you
learn? List them. You will have 10 minutes. Then form
groups of 3-4. Share your list and develop a common list.
Take another 10 minutes. One member will report the list
to the whole class (10 minutes).

5. Develop recommendations for a training manager or your
faculty, on how they can enhance their trainee’s or in the
second instance, your learning capacity. Remember to base
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them on the relevant theory of learning and yes!!! They
should be scientific and really professional.

6. Divide yourself into groups and spread yourself across
campuses. Interview students from different semesters and
courses and find out whether there is a variation in learning
styles due to age, gender, individual interests etc.

7. Read Doctors by Erich Seagal? If yes, then tell the class
how different characters in the novel prepare for their end
term exams.

8. Applying Kolbe’s cycle of learning, identify your best
friend’s learning style. Give examples.

9. Search the web for corporate examples on how learning
theories and styles influence decision on designing training
and development programs for individual as well as
groups. Discuss in the class.

10.Search for instances of learning organizations. Do you see a
trend? Discuss.

11.Choose any particular course which your entire class has
passed. List individually your preferred book for reference.
Discuss in the class and find whether there is any similarity?

12.Describe 3 things that a training instructor can do to ensure
that a trainee’s attention is gained and maintained.

Notes
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Training and DevelopmentTraining and Development

Learning Styles and Processes

Foundation for designing Foundation for designing 
Development ProgramsDevelopment Programs

Learning theories:
1. Sensory Stimulation Theory 
2. Reinforcement theory
3. Cognitive-Gestalt approaches
4. Holistic learning theory
5. Facilitation theory (the humanist approach)
6. Experiential learning
7. Action Learning 
8. Adult Learning 

Lessons from learning Lessons from learning 
theoriestheories

1. Modelling
2. Motivation
3.      Reinforcement
4. Feedback
5.      Spaced Practice
6.      Whole Learning
7. Active Practice
8.      Applicability of Training
9. Environment

Learning Styles Learning Styles 

44 learning styles:learning styles:
Activist (enjoys the experience itself), Activist (enjoys the experience itself), 
Reflector (spends a great deal of time and effort Reflector (spends a great deal of time and effort 
reflecting)reflecting)
Theorist (good at making connections and Theorist (good at making connections and 
abstracting ideas from experience) abstracting ideas from experience) 
Pragmatist (enjoys the planning stage) Pragmatist (enjoys the planning stage) 
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Representation of the learning Representation of the learning 
stylestyle

Barriers to learningBarriers to learning

� 'I am my position'
� 'The enemy is out there'
� The illusion of taking charge
� The fixation on events
� The parable of the boiled frog
� The delusion of learning from experience
� The myth of the management team
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UNIT 2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENT.

LESSON 12:
TUTORIAL ON LEARNING STYLES &

PROCESSES.

Contents:  Learning styles exercise.

MS 22B -Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� identify the Learning styles of an individual
� Suggest ways to utilize the result of the given 

questionnaire
� Contribute effectively to the learning process.
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LESSON 12:
TUTORIAL ON LEARNING STYLES & PROCESSES

Learning Styles Questionnaire
Dear students each of us as individuals expect at some point of
time in our life to feel amongst the “Intellectual ones” but how
do we judge ourselves. Many a times our lack of attention is
perceived as lack of intelligence. But from the last lesson you
might have a fairly good idea that it is our dominant style that
can help us to leap on ahead on our knowledge trek. Here we
have a questionnaire for realizing our learning styles and the way
in which we can enhance our grasping power.

What are my Learning Strengths?
Research shows that all human beings have at least eight
different types of intelligence. Depending on your background
and age, some intelligence is more developed than others. This
activity will help you find out what your strengths are. Knowing
this, you can work to strengthen the other intelligences that you
do not use as often.
Answer all questions with a T (True) or F (False)
1 V Intelligence

• I enjoy telling stories and jokes
• I have a good memory for trivia
• I enjoy word games (e.g. Scrabble & puzzles)
• I read books just for fun
• I am a good speller (most of the time)
• In an argument I tend to use put-downs or sarcasm
• I like talking and writing about my ideas
• If I have to memorize something I create a rhyme or

saying to help me remember
• If something breaks and won’t work, I read the instruction

book first
• For a group presentation I prefer to do the writing and

library research
2 L/ M Intelligence

• I really enjoy my math class
• I like logical math puzzles or brain teasers
• I find solving math problems to be fun
• If I have to memorize something I tend to place events in

a logical order
• I like to find out how things work
• I enjoy computer and any math games
• I love playing chess, checkers or Monopoly
• In an argument, I try to find a fair and logical solution
• If something breaks and won’t work, I look at the pieces

and try to figure out how it works
• For a group presentation I prefer to create the charts and

graphs

3 V / S Intelligence

• I prefer a map to written directions
• I daydream a lot
• I enjoy hobbies such as photography
• I like to draw and create
• If I have to memorize something I draw a diagram to help

me remember
• I like to doodle on paper whenever I can
• In a magazine, I prefer looking at the pictures rather than

reading the text
• In an argument I try to keep my distance, keep silent or

visualize some solution
• If something breaks and won’t work I tend to study the

diagram of how it works
• For a group presentation I prefer to draw all the pictures
4. B / K Intelligence

• My favorite class is gym since I like sports
• I enjoy activities such as woodworking, sewing and

building models
• When looking at things, I like touching them
• I have trouble sitting still for any length of time
• I use a lot of body movements when talking
• If I have to memorize something I write it out a number

of times until I know it
• I tend to tap my fingers or play with my pencil during class
• In a argument I tend to strike out and hit or run away
• If something breaks and won’t work I tend to play with

the pieces to try to fit them together
• For a group presentation I prefer to move the props

around, hold things up or build a model
5. M / R Intelligence

• I enjoy listening to CD’s and the radio
• I tend to hum to myself when working
• I like to sing
• I play a musical instrument quite well
• I like to have music playing when doing homework or

studying
• If I have to memorize something I try to create a rhyme

about the event
• I an argument I tend to shout or punch or move in some

sort of rhythm
• I can remember the melodies of many songs
• If something breaks and won’t work I tend to tap my

fingers to a beat while I figure it out
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• For a group presentation I prefer to put new words to a
popular tune or use music

6. Interp Intelligence
• I get along well with others
• I like to belong to clubs and organizations
• I have several very close friends
• I like helping teach other students
• I like working with others in groups
• Friends ask my advice because I seem to be a natural leader
• If I have to memorize something I ask someone to quiz

me to see if I know it
• In an argument I tend ask a friend or some person in

authority for help
• If something breaks and won’t work I try to find someone

who can help me
• For a group presentation I like to help organize the group’s

efforts
7. Intra p Intelligence
• I like to work alone without anyone bothering me
• I like to keep a diary
• I like myself (most of the time)
• I don’t like crowds
• I know what I am good at and what I am weak at
• I find that I am strong-willed, independent and don’t

follow the crowd
• If I have to memorize something I tend to close my eyes

and feel the situation
• In an argument I will usually walk away until I calm down
• If something breaks and won’t work, I wonder if it’s

worth fixing up
• For a group presentation I like to contribute something

that is uniquely mine, often based on how I feel
8. N Intelligence

• I love to go walking in the woods and looking at the trees
and flowersI am keenly aware of my surroundings and of
what goes on around me

• I enjoy gardening
• I like to collect things (e.g., rocks, sports cards, stamps, etc)
• As an adult, I think I would like to get away from the city

and enjoy nature
• If I have to memorize something, I tend to organize it

into categories
• I enjoy learning the names of living things in our

environment, such as flowers and trees
• In an argument I tend to compare my opponent to

someone or something I have read or heard about and
react accordingly

• If something breaks down, I look around me to try and
see what I can find to fix the problem

• For a group presentation I prefer to organize and classify
the information into categories so it makes sense

Scoring: For every T give 1 and for F give 0
Add up your scores and write against learning abilities. A high
score denotes a high intelligence.
1. Verbal /Linguistic
2. Logical / Mathematical
3. Visual / Spatial
4. Bodily / Kinesthetic
5. Musical / Rhythmic
6. Interpersonal
7. Intrapersonal
8. Naturalist
All the Best folks!! So now you know which part of your brain
works to what extent makes you feel intelligent.
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Contents: Process of Development
       Planning

       Recording & Monitoring

       Evaluating Learning
       Summary

                  Exercises

LESSON 13:
STEPS IN DEVELOPMENT: PLANNING, RECORDING, MONITORING

AND EVALUATING LEARNING

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the basis of planning training
� Methods of training
� Modes of  recording & assessing training
� Evaluation techniques.
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LESSON 13:
STEPS IN DEVELOPMENT: PLANNING, RECORDING, MONITORING

AND EVALUATING LEARNING

By now you must have become quite familiar with the terms
Training and Development. What do they mean, how they
differ, etc? So the next step is to learn about the various ways
that training is organized and development achieved. You will
notice we have repeated the same process here as in lesson. But
there is a reason. Here we will be discussing the process in its
entirety.

The training process
In order to ensure that training meets the real needs of the
organisation, large firms adopt a planned approach to training.
This has the following steps.

Step 1. Identify and define the organisation’s training needs. It
may be the case that –recruitment might be a better
solution to a problem than training

Step 2. Define the learning required - in other words, specify
the knowledge, skills or competences that have to be
acquired. For technical training, this is not difficult: for
example all finance department staff will have to become
conversant with a new accounting system.

Step 3. Define training objectives - what must be learnt and
what trainees must be able to do after the training exercise

Step 4. Plan training programmes - training and development
can be planned in a number of ways, employing a number
of techniques, as we shall learn about in Section 3. (Also,
people have different approaches to learning, which have to
be considered.) This covers:

• Who provides the training
• Where the training takes place
• Divisions of responsibilities between trainers, managers

and the individual.
Step 5. Implement the training
Step 6. Evaluate the training: has it been successful in

achieving the learning objectives?
Step 7. Go back to Step 2 if more training is needed.
Activity (15 minutes)Draw up a training plan for introducing a
new employee into your department. Repeat this exercise after
you have completed this chapter to see if your chosen approach
has changed.

Training planning

Philosophy
 The purpose of training and development is to maintain and
improve effectiveness and efficiency of individuals within the
organization. This can only have sustained effect if it influences
the actions and practices of line managers so as to serve better
both - the self interest of employees (personal return both
tangible and intangible) and the needs of the organization

(profit return both short and long range ).  All training and
development within the company is based on the firm credence
that:
• Employees have a need for growth and self-fulfillment,

which can be compatible with the goals of the organization
for the benefit of both

• Learning is a self directed- activity: all employee
development is self-development

• Training to be effective and must be function of line
management

Implications for Training
The purpose of training is to improve innate capabilities of
employees so that their efficiency and effectiveness on the job
are increased. Training has an important role to play and is
expected to inculcate positive changes in knowledge skill and
attitudes.
According to Beach training is the organized procedure by which
people learn   knowledge and /or attitude for a definite
purpose. In short, training results in positive changes in
knowledge skills and attitudes.

Implications for Development
Hamlin observed development as training of future jobs.
According to Nadler: “…development is concerned with providing
learning experiences to employees so that they may be ready to move in
new directions that organisational change may require”

Statement of Faith

1. Training is a continuous process
2. Training does help in upgrading the quality and quantity of

contribution of individual employee.
3. ‘Ask ‘ of personnel should be improved.  Personnel

should grow and growth should be continuous.  If the
organisation or the individual do not have the faith or
belief on training then it is of no use to have training.

Basic Requirement
1. Training should be based on a unified concept of

contribution to the mission of organisation.
2. It should be rooted in the management process and

should not be an additional or peripheral function.
3. It should be able to make measurable contribution to the

goals of the organisation.

Necessary Pre-conditions of Training

1. The attitude of top management (top people) must be
convinced and the attitude of top management must be
known.

2. Involvement of a large number of managers in training
activity.
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Visibility of the gains of training i.e. people should be able to
see the benefits of the training. Show that a trained person is
better than an untrained one. This was about individual
learning; nowadays a new concept of learning organizations has
evolved.
We have already discussed in lesson 10 that training is not just
found in the classroom - it’s anything offering learning and
developmental experience. Training and development includes
attributes such as: ethics and morality; attitude and behavior;
leadership and determination, as well as skills and knowledge.
Development isn’t restricted to training - it’s anything that helps
a person to grow, in ability, skills, confidence, tolerance,
commitment, initiative, inter-personal skills, understanding,
self-control, motivation, and more.
A strong capability to plan and manage skills training, the
acquisition of knowledge, and the development of motivation
and attitude, largely determines how well people perform in
their jobs.
Managers must ensure induction training is properly planned -
an induction training plan must be issued to each new em-
ployee, so they and everyone else involved can see what’s
happening and that everything is included. You must prepare
and provide a suitable induction plan for each new starter.
An organization needs to assess its people’s training needs - by
a variety of methods - and then structure the way that the
training and development is to be delivered, and managers and
supervisors play a key role in helping this process. This type of
development should also include mentoring and coaching,
which is very effective in producing excellent people, and should
be used an additional training method alongside formal
structured training courses.
It’s vital that you understand the other person’s style and
personality too - how they prefer to learn - do they like to read
and absorb a lot of detail, do they prefer to be shown, to
experience themselves by trial and error? Knowing the other
person’s preferred learning style helps you deliver the training in
the most relevant and helpful way. It helps you design activities
and tasks that the other person will be more comfortable doing,
which ensures a better result, quicker. One such model is the
Kolb’s model, which you have already studied in some of the
previous lectures.
To plan training that links to organizational performance
improvement you must first identify the organizational
performance needs, gaps, and priorities. These are examples of
typical training drivers, which give rise to training needs. It is
rare to use all of these aspects in determining training needs -
select the ones, which are most appropriate to your own
situation, the divers which will produce the most productive
and cost-effective results, in terms of business performance and
people-development:

Examples of training drivers

• Customer satisfaction surveys
• Business performance statistics and reports.
• Financial reports and ratios.
• Competitor analysis and comparison e.g. SWOT analysis.

• Management feedback on employee needs, including from
appraisals.

• Training audits, staff assessment centers.
• Staff feedback on training needs.
• Director-driven policy and strategic priorities.
• Legislative pressures.
• Relevant qualification and certification programmes.
Use the results and indicators from the chosen driver(s) to
produce prioritized training needs per staff type, which will
logically enable staff and management to achieve improvements
required by the organization.
Many a times a conflict arises between HR or training depart-
ments and performance management functions within the
business, which needs managing. This conflict is caused simply
because of the different aims of the departments, and needs
understanding and cooperation on both sides in order to
achieve successful training needs assessment, training design,
planning, delivery and optimal take-up and implementation.
• Most relevantly - management resisting release of staff for

training due to day-to-day work demands
• Culturally - short-term needs of performance management

v/s long-term outlook of HR
• HR have no line authority over trainees therefore cannot

control training take-u
• Training is rarely well followed-through once delegates are

back in jobs, despite HR efforts to achieve this via
managers

• HR budgets are often cut if profits come under pressure.

Setting training objectives
The training manager  will have to make an initial investiga-
tion into the problem of the gap between job or competence
requirements and current performance of competence.
If training would improve work performance, training objec-
tives can then be defined. They should be clear, specific and
related to observable, measurable targets, ideally detailing:
• Behavior - what the trainee should be able to do
• Standard - to what level of performance?
• Environment - under what conditions (so that the

performance level is realistic)?
Training objectives link the identification of training needs with
the content, methods and technology of training. Some
examples of translating training needs into learning objectives
are given in Personnel Management, a New Approach by D Torrington
and L Hall.
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Training needs Learning objectives
To know more 
about the
Data Protection 
Act

To establish a 
better rapport with 
customers

To assemble 
clocks more 
quickly

The employee will be able to answer 
four out of every five queries about the 
Data Protection Act without having to 
search for details.

The employee will immediately attend 
to a customer unless already engaged 
with another customer.

The employee will greet each customer 
using the customer's name where 
known.

The employee will apologise to every 
customer who has had to wait to be 
attended to.

The employee will be able to assemble 
each clock correctly within thirty 
minutes.

Having identified training needs and objectives, the manager,
will have to decide on the best way to approach training: there
are a number of types and techniques of training, which we will
discuss later.

Current state Desired state
Organization’s current results

Existing knowledge and skil l

Individual performance

Desired results, standards

Knowledge and skill needed

Required standards

The difference between the two columns is the training gap.
Training programmes are designed to improve individual
performance, thereby improving the performance of the
organization.
The following steps should be taken for achieving quality in
training:
1. Identifying the way tasks and operations influence quality in

total
2. Identifying individuals; training needs against those required

for satisfactory performance of the task
3. Planning and carrying out appropriate specific training
4. Planning and organizing general quality awareness

programmes
5. Recording training and achievement in an easily retrievable

form so that records can be updated and taps in training
can be readily identified

Training surveys combine information from a variety of sources
to discern what the training needs of the organization actually
are. These sources are:
(a) The business strategy at corporate level.
(b) Appraisal and performance reviews - the purpose of a

performance management system is to improve
performance, and training maybe recommended as a
remedy.

(c) Attitude surveys from employees, asking them what
training they think they need  or would like.

(d) Evaluation of existing training programmes.
(e) Job analysis can be used. To identify training needs from

the job analysis, the job analysis can pay attention to:
Reported difficulties people have in meeting the skills
requirement of the job
Existing performance weaknesses, of whatever kind, which
could be remedied by training
Future changes in the job.

The job analysis can be used to generate a training specification
covering the knowledge needed for the job, the skills required to
achieve the result, and attitudinal changes required.
Activity (10 minutes)After going through the above needs of
planning training effectively for an organization suppose
yourself as a trainer in a hotel industry what training module
will you plan for a cook. Write down a stepwise training plan.

Training Diagnosis
It is evident that, the needs, diagnosis and assessment are to
find out what training and development managers actually
need, and want to receive.  To achieve these goals the conditions
that should be created to ensure that the training and develop-
ment will have a practical impact.   For example, if the
competence of people is low, then, performance is likely to be
low; on the other hand, if the competence is high, but perfor-
mance remains low, something is radically wrong in the
organisational and management systems, or in the definition
and profile of competence.  Therefore, compliance cannot be
viewed in isolation outside any organisational or job profile
context.  Training needs can be defined as a specific skill which
an individual must acquire in order to perform a task effectively
and efficiently.  Broadly, training refers to any organised effort at
behavioural change, not merely skill in training.
Training need assessment consists of three types of analysis:
Organisa tion, Task and Person (McGhee and Thayer 1961).
These three analyses provide answers to the following three
questions:
(a) Where is training needed in the organisation?
(b) What must a trainee learn in order to perform his job

effectively?
(c) Who needs training and of what type?
These require a lot of time and human resources.  HRD heavily
depends upon employee training and management develop-
ment.  Every organisation big or small, productive or
nonproductive, economic or social, old or new should train all
employees, irrespective of their qualification, skill, knowledge,
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and suitability to the job.  Thus every organisation has no choice
but to train its employees.
Further, training is an ongoing, continuous process, not a
“oneshot” activity. It is more essential in the public sector
compared than any other organisation, as it is developing
rapidly; and its objectives are somewhat socialoriented, besides
economic based, as rightly observed by Rao and others.
Edward E. Scannell rightly observed, “Tra ining won’t solve
a ll problems.  Not a ll problems a re tra ining problems.”
The novice trainer is well advised to remember these two
statements.
Incorporating training needs into an individual
development programme
This is achieved by a personal development planDefinition
Skills: what the individual needs to be able to do if results are
to be achieved. Skills are built up progressively by repeated
training. They may be manual, intellectual or mental, perceptual
or social.
Preparing a personal development plan.
Step 1. Analyze the current position. You could do a personal
SWOT (strengths weaknesses, opportunities, threats) analysis.
The supervisor can have an input into this by categorizing the
skills use of the employee on a grid as follows, in a skills
analysis.

Performance
High Low

High Like and do well Like but don't do well

Linking of
skills

Low
Dislike but do 
well Dislike and don't do well

The aim is to try to incorporate more of the employees’
interests into their actual roles.
Step 2. Set goals to cover performance in the existing job,
future changes in the current role, moving elsewhere in the
organizations, developing specialist expertise. Naturally, such
goals should have the characteristic, as far as possible of
SMART objectives (i.e. specific, measurable, attainable, realistic
and time bounded).
Step 3. Draw up an action plan to achieve the goals, covering
the developmental activities listed in paragraph 3.1
Activity (15 minutes)-Draw up a personal development plan
for yourself over the next month, the next year, and the next
five years. You should include your BBA activities.

People Involved in Training and Development

The trainee

Many people now believe that the ultimate responsibility for
training and development lines, not with the employer, but
with the individual. People should seek to develop their own

skills, to improve their own careers rather than wait for the
organisation to impose training upon them. Why? The current
conventional wisdom is that:
(a) Delayering means there are fewer automatic promotion

pathways; promotion was once a source of development
but there might not be further promotions available.

(b)Technological change means that new skills are always
needed, and people who can find new work win be learning
new skills.

The human resources department or training department
The human resources department is ideally concerned with
developing people. Some organizations have extensive develop-
ment and career planning programmes. These shape the
progression of individuals through the organisation, in
accordance with the performance and potential of the individual
and the needs of the organisation. Of course, only large
organisations can afford or use this sort of approach.
The HR department also performs an administrative role by
recording what training and development opportunities and
individual might be given - in some firms, going on a training
programme is an entitlement that the personnel department
might have to enforce.

The supervisor and manager
Line managers and supervisors bear some of the responsibility
for training and development within the organization by
identifying:
• The training needs of the department or section
• The current competences of the individuals within the

department
• Opportunities for learning and development on the job
• When feedback is necessary.
The supervisor may be required to organize training
programmes for staff.

Mentors

Definition

Mentoring is the use of specially trained individuals to provide
guidance and advice, which will help develop the careers of
those, allocate to them. A person’s line manager should not be
his or her mentor.
Mentors can assist in:
• Drawing up personal development plans
• Advice with administrative problems people face in their

new jobs
• Help in tackling projects, by pointing people in the right

order

The training manager
The training manager is a member of staff appointed to
arrange and sometimes run training. The training manager
generally reports to the human resources or personnel
director, but also needs a good relationship with line managers
in the production and other departments where the training
takes place.
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Responsibilities of the training manager

Responsibility Comment

Liaison

Scheduling

Skills identifying 

Programme design

Feedback

With HRM department and operating departments 

Arranging training programmes at convenient times

Discerning existing and future skills shortages 

Develop tailored training programmes

The trainee, the department and the HR department

Recording and Monitoring Training
Training programmes can be broadly categorised into three
major areas –
(i) Technical training
(ii) Nontechnical training and
(iii) Managerial training.
All categories of training can be imparted by organising
incompany programmes or by sponsoring outside training
programmes.  For conducting incompany programmes,
organisations must have the competence and expertise in the
field of training as well as necessary infrastructural facilities.  The
areas where internal expertise is not available, people may be
sponsored to external programmes conducted by the profes-
sionals or by professional institutions in India or abroad.

Classification of Training Programme

1. On-the –job- oriented training method
• On- the –job- training
• Job rotation
• Guidance and counseling
• Brainstorming sessions
• Syndicate methods
2.  Simulation Methods
• Role Play
• Case Method
• Management Game
• In-basket Exercise
3. Knowledge Based Methods

• Lectures
• Seminars, Workshops
• Educational Training Programmes
• Programmed Instruction
• Film and TV
• Group Discussion
4. Experimental Method
• Sensitivity Training (T-Group)
• Transactional Analysis
• Achievement Motivation Workshops

Let us consider few of them.

Formal training

(a) Courses may be run by the organization’s training
department or may be provided by external suppliers.

(b) Types of course

(i) Day release: the employee works in the organization and
on one day per week attends a local college or training
centre for theoretical learning.

(ii) Distance learning, evening classes and
correspondence courses, which make demands on the
individual’s time outside work.

(iii)Revision courses for examinations of professional
bodies.

(iv) Block release courses which may involve four weeks at a
college or training centre followed by a period back at
work.

(v) Sandwich courses, usually involve six months at college
then six months at work, in rotation, for two or three
years.

(vi) A sponsored full-time course at a university for one or
two years.

(c) Computer-based training involves interactive training
via PC. The typing program, Mavis Beacon, is a good
example.

(d) Techniques used on the course might include lecturers,
seminars, role play and simulation.

Disadvantages of formal training

(a) An individual will not benefit from formal training unless
he or she is motivated to learn.

(b) If the subject matter of the training course does not
relate to an individual’s job, the learning will quickly be
forgotten.

On the job training

Successful on the job training

(a) The assignments should have a specific purpose from
which the trainee can learn and gain experience.

(b) The organization must tolerate any mistakes, which the
trainee makes. Mistakes are an inevitable part of on the job
learning.

(c) The work should not be too complex.

Methods of on the job training

(a) Demonstration/instruction: show the trainee how to do
the job and let them ‘get on, with it. It should combine
telling a person what to do and showing them how,
using appropriate media. The trainee imitates the
instructor, and asks questions.

(b) Coaching: the trainee is put under the guidance of an
experienced employee who shows the trainee how to do
the job( this will be dealt later in our module in detail)

(i) Establish learning targets. The areas to be learnt
should be identified, and specific, realistic goals (eg
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completion dates, performance standards) stated by
agreement with the trainee.

(ii) Plan a systematic learning and development
programme. This will ensure regular progress,
appropriate stages for consolidation and practice.

(iii) Identify opportunities for broadening the trainee’s
knowledge and experience: e.g. by involvement in new
projects, placement on inter-departmental committees,
suggesting new contacts, or simply extending the job,
adding more tasks, greater responsibility etc.

(iv) Take into account the strengths and limitations of
the trainee in learning, and take advantage of learning
opportunities that suit the trainee’s ability, preferred style
and goals.

(v) Exchange feedback. The coach will want to know how
the trainee sees his or her progress and future. He or she
will also need performance information in order to
monitor the trainee’s progress, adjust the learning
programme if necessary, identify further needs which may
emerge and plan future development for the trainee.

(a) Job rotation: the trainee is given several jobs in succession,
to gain experience of a wide range of activities. (Even
experienced managers may rotate their jobs, to gain wider
experience; this philosophy of job education is commonly
applied in the Civil Service, where an employee may expect
to move on to another job after a few years.)

(d) Temporary promotion: an individual is promoted into
his/her superior’s position whilst the superior is absent
due to illness. This gives the individual a chance to
experience the demands of a more senior position.

(e) ‘Assistant to’ positions: a junior manager with good
potential may be appointed as assistant to the managing
director or another executive director. In this way, the
individual gains experience of how the organization is
managed ‘at the top’.

(f) Action learning: a group of managers are brought
together to solve a real problem with the help of an
‘advisor’ who exposes the management process that
actually happens.

(g) Committees: trainees might be included in the
membership of committees, in order to obtain an
understanding of inter-departmental relationships.

(h) Project work. work on a project with other people can
expose the trainee to other parts of the organization.

Activity  (15 minutes)

Suggest a suitable training for each of the following situations.

(a)A worker is transferred onto anew machine and needs to learn its
operation.

(b)An accounts clerk wishes to work towards becoming qualified with the
relevant professional body.

(c)An organization decides that its supervisors would benefit from ideas on
participative management and democratic leadership.

(d)A new member of staff is about to join the organization.

Induction training
On the first day, a manager or personnel officer should welcome
the new recruit. He she should then introduce the new recruit to
the person who will be their immediate supervisor.-
The immediate supervisor should commence the on-going
process of induction.

Step1. Pinpoint the areas that the recruit will have to learn
about in order to start the job. Some things (such as
detailed technical knowledge) may be identified as areas for
later study or training.

Step2. Explain first of all the nature of the job, and the goals
of each task, both of the recruit’s job and of the
department as a whole.

Step3. Explain about hours of work, and stress the importance
of time-keeping. If flextime is operated, the supervisor
should explain how it works.

Step4. Explain the structure of the department: to whom the
recruit will report, to whom he/she can go with complaints
or queries and so on.

Step5. Introduce the recruit to the people in the office. One
particular colleague may be assigned to the recruit as ‘a
mentor, to keep an eye on them, answer routine queries,
‘show them the ropes’.

Step6. Plan and implement an appropriate training
programme for whatever technical or practical knowledge
is required. Again, the programme should have a clear
schedule and set of goals so that the recruit has a sense of
purpose, and so that the programme can be efficiently
organised to fit in with the activities of the department.

Step7. Coach and/or train the recruit; and check regularly on
their progress, as demonstrated by performance, as
reported by the recruit’s mentor, and as perceived by the
recruit him or herself.

Note that induction is an on-going process, embracing
mentoring, coaching, training, monitoring and so on. It is not
just a first day affair! After three months, six months or one
year the performance of a new recruit should be formally
appraised and discussed with them. Indeed, when the process
of induction has been finished, a recruit should continue to
receive periodic appraisals, just like every other employee in the
organization.
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Activity (30 minutes)

‘Joining an organization with around 8,500 staff, based on two sites over a
mile apart and in the throes of major restructuring, can be confusing for
any recruit. This is the situation facing the 20 to 30 new employees
recruited each month by the Guy’s and St Thomas’ Hospital Trust, which
was formed by the merger of the two hospitals in April.

In a climate of change, new employees joining the NHS can be influenced
by the negative attitudes of other staff who may oppose the current
changes. So it has become increasingly important for the trust’s manage-
ment executive to get across their view of the future and to understand the
feelings of confusion new staff may be experiencing.’

Personnel Management Plus, August 1993

Activity:

See if you can design a one-day induction programme for these new
recruits, in the light of the above. The programme is to be available to all
new recruits, from doctors and radiographers to accountants, catering and
cleaning staff and secretaries.

Evaluating training

Definitions

Va l ida tion of tra ining means observing the results of the course and
measuring whether the training objectives have been
achieved.Ev a lua tion of tra ining means comparing the actual costs
of the scheme against the assessed benefits which are being obtained. If
the costs exceed the benefits, the scheme will need to be redesigned or
withdrawn.

Ways of validating and evaluating a training
scheme

(a) Trainees’ reactions to the experience. This form of
monitoring is rather inexact, and it does not allow the
training department to measure the results for comparison
against the training objective.

(b) Trainee learning: measuring what the trainees have
learned on the course by means of a test at the end of it.

(c) Changes in job behaviour following training.  This is
possible where the purpose of the course was to learn a
particular skill.

(d) Organisational change as a result of training: finding
out whether the training has affected the work or
behaviour of other employees not on the course - seeing
whether there has been a general change in attitudes arising
from a new course in, say, computer terminal work. This
form of monitoring would probably be reserved for senior
managers in the training department.

(e) Impact of training on organisational goals: seeing
whether the training scheme has contributed to the overall
objectives of the organisation. This too is a form of
monitoring reserved for senior management, and would
perhaps be discussed at board level in the organisation. It
is likely to be the main component of a cost-benefit
analysis.

Activity (10 minutes)

Outline why it is important to evaluate and validate a training programme
and describe possible methods for achieving this.

Evaluating Learning: D L Kilpatrick’s Model
According to Kilpatrick behavior change brought about by the
training function can be divided into:
• Change of skill
• Change of Knowledge
• Change of Attitude

Skill:
Change of skill may be measured by a change in production/
output

Knowledge:
Testing the conceptual clarity on the subject matter can assess
change of knowledge. Here trainer deals with ‘concepts’ or
‘principle’

Attitude:
Attitude change is the most difficult of behavioural change.
There are three ways to evaluate attitudinal changes in an
individual:
I) By the subjective evaluation of others about the person;
II) By the individual verbalization of his or her family’
III) By the individuals total productivity

Evaluation Matrix

Levels -

Kilpatrick)

 What Might

be
measured?

What are the

Sources of dat

How should da

 be collected?

What are th

 Potential 
problems?

1.Trainee
Reactions

to the job

2.Trainee Learnin

Knowledge Skills

Attitudes

3.Trainee behavio

on the job

4.Organisational
Results

Various methods can be used to collect data on the outcomes
of training. Some of these are:
Questionnaires: Comprehensive questionnaires could be used to
obtain opinion reactions, views of trainees..
Tests: Standard tests could be used to find out whether trainees
have learnt anything during and after the training.
Interviews: Interviews could be conducted to find the useful-
ness of training offered to operatives.
Studies: Comprehensive studies could be carried out eliciting the
opinions and judgments of trainers, superiors and peer groups
about the training.
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Human resource factors: Training can also be evaluated on the
basis of employee satisfaction, which in turn can be examined
on the basis of decrease in employee turnover, absenteeism,
accidents, grievances, discharges, dismissals, etc.
 Cost benefit analysis: The costs of training (cost of hiring
trainers, tools to learn
training centre, wastage, production stoppage, opportunity cost
of trainers and trainees) could be compared with its value (in
terms of reduced learning time improved learning, superior
performance) in order to evaluate a training programme.
Feedback: After the evaluation, the situation should be examined
to identify the probable causes for gaps in performance. The
training evaluation information. (About costs, time spent,
outcomes, etc.) should be provided to the instructors, trainees
and other parties concerned for control, correction and improve-
ment of trainees’ activities. The training evaluator should
follow it up sincerely so as to ensure effective implementation
of the feedback report at every stage.
Therefore to summarize all important points, let us study the
process of training as observed in an organisation.

Having the proper training instruments, infrastructure and
administration in place HCL outlines its training practice which
helps in addressing the training needs of its employees. They
believe in the overall development of an individual and hence
equal emphasis is given to Technical and Soft skill training
which help the employees to adapt, adjust and deliver the best
in any given circumstance.

Training Practices

- Identifying the Training needs by focusing on future
efficiencies and the business requirement.
- Familiarization Program for the new joinees (Experienced
level people) with a dedicated team of professionals on a
monthly basis.
- Comprehensive Induction Program for the New Joinees
(Freshers)
- Management Development Program for middle
management without a formal management degree.
- Mandatory Quality Training for all the employees.
- Technical Training Programs for the Software
professionals based on the Project requirement.
- Orientation Program for Employees heading for an
overseas assignment.
- Post Training Development Plan (PTDP) includes
Comprehensive evaluation thorough refresher courses,
Quizzes
- Creation of a Skill database.

Training Need Analysis

The Training needs are analyzed depending on the skill required,
performance appraisal and the managers recommendations
Skill Analysis

- Skill Gap Bridging: Training in related skills/Case tools
- Re-skilling requirements: For future enhancement of the
employee knowledge and the needs of the markets
Performance Appraisal
- Skill Up-gradation: Advanced training in a particular skill
or training on advanced versions of a product/application
- Skill Broadening: Multi-Skilling Manager’s
Recommendation
- Behavioral & Personal Development Training
- Role Based: Project Management, Quality systems, etc.

Technical Training
Training is provided by in-house experts or certified trainers in
area’s related to Systems Analysis & Design, Programming
Languages, Applications/Software Packages, Networking,
Hardware Platforms, Systems Administration etc. depending
on the skills required by the employee.

Quality Training

Philip Crosby’s - Quality Education system, has been found to
be an effective tool in fulfilling the individual’s need/commit-
ment to improve and enabling the individual to respond to the
organizations need/commitment to improve. Every employee
is given training in QES methodology.
Being a CMM Level 4 Certified and ISO 9001 organization, the
employees are trained on Software Quality systems including
aspects like Configuration Management, Documentation
Standards/Systems etc. that ensure the delivery of quality
software products and services.

Soft Skills Training
Personal and behavioral development of the employees is a
major emphasis of the management and regular training in
Communication Skill, Leadership, time and Stress management,
Etiquette, team building is provided to the employees. This not
only helps in the employees developing an overall personality
but also helps their employees in adapting to the requirements
of any project.

Training Administration
HCL has Training Centre’s supervised by Training Centre Head
with in-house faculty augmented by external faculty. It is
ensured that Project Managers are also part of the faculty
imparting Project Management training.

Training Infrastructure
They have dedicated Conference & Training Rooms for the
Training Depts. in each of the development Centre’s. These are
equipped with the latest multimedia and interactive training
tools. They make use of CD-based training modules &
associated software for increasing the reach of training base. At
HCL the libraries are equipped with the latest books, journals,
magazines, CD’s on a wide variety of topics ranging from IT to
Strategic Management.
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Training Instruments
Focused Group Discussions, Case Analyses, Role Plays, Video
Shows, Business Games, Individual Exercises, Lecture Sessions
are some of the Training instruments employed by HCL Insys
in their Training Programs

Exercises

1. What is performance analysis? Remember lesson 11?
2. What is interactive video training? Give an original example

of such a program could be used in industry.
3. Compare the advantages and disadvantages of the on the

job and off the job training methods. Which one do you
prefer and why?

4. What are pretests, posttests, and control groups in
evaluation step of training? What is their significance in the
process of training?

5. Describe 4 methods of management training and
development done outside classroom. Describe the roles
of the manager and the HR professional regarding such
programs.

6. Interview 4 managers from different sectors of the
industry and find out about the training and development
programs they get to attend. And what are the criteria for
their selection, the nature, frequency, duration and contents
of the programs. Get in-depth information.

7. Can you relate the people involved in the process of
training to having system’s view? How?

8. What does transfer of training mean? What can you do to
ensure complete transfer?

9. Do you observe transfer of training happening in your life
too? Give examples.

10. ‘Succession planning is a part of training program.’
Explain.

11. Organize a seminar of your choice. Your class should
divide themselves into steering groups responsible for
different tasks as decided in the class discussion. Do the
preseminar and post seminar evaluating (e.g., cost and
benefit analysis). After the seminar is over, compare the
results. Did you benefit from the cost and benefit analysis
done at the beginning of the program? What are the
benefits for such an exercise?

12. You are to design the orientation program for your
freshers, how will go about it? Present a report to your
Dean and the VC and sell your idea to them!! This means it
has to be really professional and impressive!! All the best.

Training and DevelopmentTraining and Development

Planning, Recording, Monitoring
and Evaluating Learning.

Training Process Training Process 

� Identify and define the organisation's 
training needs.

� Define the learning required 
� Define training objectives 
� Plan training programmes 
� Implement the training 
� Evaluate the training 
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People Involved in Training People Involved in Training 
and Developmentand Development

� The trainee
� The human resources department or 

training department
� The supervisor and manager
� Mentors
� The training manager

Methods of Development and Methods of Development and 
TrainingTraining

� Formal training
� On the job training :

Job rotation
Guidance and counseling
Brainstorming sessions 
Syndicate methods
Induction training

� Simulation Methods
Role Play
Case Method
Management Game
In-basket Exercise (contd)

Methods of Development and Methods of Development and 
TrainingTraining ((contdcontd))

� Knowledge Based Methods
� • Lectures
� • Seminars, Workshops
� • Educational Training Programmes
� • Programmed Instruction
� • Film and TV
� • Group Discussion
� Experimental Method
� • Sensitivity Training (T-Group)
� • Transactional Analysis
� • Achievement Motivation Workshops

Evaluating Learning:D L KilpatrickEvaluating Learning:D L Kilpatrick’’s Models Model

� Change of skill
� Change of Knowledge
� Change of Attitude
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Methods for evaluationMethods for evaluation

� Questionnaires
� Tests
� Interviews
� Studies
� Human resource factors
� Cost benefit analysis 
� Feedback
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Contents:   Exercise.

UNIT 2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENT

LESSON 14:
A GROUP DISCUSSION ON STEPS IN

DEVELOPMENT: PLANNING, RECORDING,
MONITORING AND EVALUATING LEARNING.

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the basis of planning training
� Methods of training
� Modes of  recording & assessing training
� Evaluation techniques.
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Dear students this is a tutorial where you indulge in an intensive
group discussion on the application of the process of develop-
ment in a real live example. The case is of designing an
integrated course for BBA. Your task is to go step by step and
formulate a report on the same. Make use of your lesson 13 for
this. Research well and prepare before you go to the class.

LESSON 14:
A GROUP DISCUSSION ON STEPS IN DEVELOPMENT: PLANNING,

                   RECORDING, MONITORING AND EVALUATING LEARNING.
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Contents: Group definition Types
         Group Development

                   Group Process & Behavior

         Group Roles
         Group v/s Teams

          Role Conflict & Ambiguity

UNIT  2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENT.

LESSON 15:
FACTORS OF DESIGNING DEVELOPMENT

PROGRAMMES IN GROUPS: GROUP DEVELOPMENT,
GROUP PROCESSES AND BEHAVIOR; ROLE CONFLICT

AND ROLE AMBIGUITY

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the basics of Group, Development,
processes, etc.

� Learn the Five stage model.
� Identify the key concepts related to roles in

groups and identity.
� Learn the concepts of  Role conflict &

ambiguity.
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LESSON 15:
FACTORS OF DESIGNING DEVELOPMENT PROGRAMMES IN
GROUPS: GROUP DEVELOPMENT, GROUP PROCESSES AND

BEHAVIOR; ROLE CONFLICT AND ROLE AMBIGUITY

Dear students except of a few loners we all prefer to be in
someone or else’s company, work and share our views. So in all
we prefer being in “Groups”. But do we exactly have an idea of
what does a group mean in the eyes of a manager? Let’s start
with it!

What is a Group?
 “A group is defined as a collection of two or more individuals,
interacting and interdependent, which has come together to
achieve common objectives.”
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.

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 forma l or informa l groups. Formal groups are deliberately
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 spontane-
ously 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:
• 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.

GROUPS

FORMAL
GROUPS

INFORMAL
GROUPS

COMMAN TASK COMMITTEE INTERES FRIENDSHIP REFERENCE
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Case Analysis:

Sujoy, the new production Manager of Shyama industries Ltd., was
wondering how to deal with what appeared to be a cohesive group
comprising of 8 of the 30 machine operators in his department. This
group worked on adjacent machines, joked remarks during working hours,
ate lunch together, and was always together in each others social functions.
Manoj, a union member organized most of these functions and his
leadership and influence was quite visible even on the job. Every time
when Sujoy made a request to any of the group members, the operators
would look up to Manoj for approval.

The situation became intolerable when a new entrant to the production,
Sachin, was forced to hold back his production output. One day he found
that his lunch box disappeared and his questions put to his fellow
operators brought only mischievous smile. As Sujoy leaned back in his
chair thinking over the situation existing in his department, he could hear
the group of 8 operators laughing and talking as they returned from lunch.

Please discuss:

1.Do you observe anything amiss in the group behavior? Is it desirable?

2.Can such behavior be liquidated?

3.What advice would you offer to Sujoy to deal with this problem once and
for all?

Reasons for Joining a Group
People may join groups chiefly to achieve their personal
objectives and to satisfy their mutual interests. As long as they
are getting a chance to get these fulfilled, joining a group would
make some sense for them. The following reasons are often
found to influence one’s decisions to join a group:
• Security. By joining a group and having a we-feeling, people

feel more secured and confident to fight potential threats.
Forming unions are examples of such case.

• Status. Getting entry into an elite group will enhance an
individual’s status. Getting the membership of a
prestigious club may be considered as an elevated status for
the individual.

• Self-esteem. Groups can provide people with a feeling of
self-worth. For example, an individual’s getting into the
core committee will enhance his self-esteem.

• Affiliation. Groups often fulfill the social needs of its
members.

• Power. Sometimes joining an influential group increases an
individual’s power. Being a union member or gaining
membership of a political party can substantially increase
one’s power.

• Goal achievement. Sometimes to achieve a desired
objective it requires joining hand with like-minded people
in order to pool talents, knowledge and power. For
example, when fighting a social evil like practice of child
labour you need to form a group, as the objective can never
be possible to attain single handedly.

Group Development

How Groups are Formed?
Two models of group development have been offered by the
researchers in the field of social sciences to explain how groups
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:
• 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.
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Activity  (15 minutes)

With reference to the Five-stage model of group development make a
group of 5-6 and choose a job for your group. Spend sometime discussing
on the issue and identify the stages. Do they all occur? Or you are able to
skip some and note the conclusions.

The punctuated equilibrium model questions the five-stage
model of group development and claims that though the
stages of group development model may not be followed
universally for all the groups, groups are almost always found
to follow a definite pattern. This pattern is described as the
punctuated equilibrium model of group development as it is
found that groups progress through alternative phases of
inertia, followed by a phase of vigorous activities. The Phase I
of the group’s life stretches from the beginning to almost the
half of the entire life of the group. Though during this period,
at usually the first meeting, the group defines its tasks, and sets
the missions for the group, this phase is marked by group
inertia. Nothing seems to move the group towards it goal
achievement. The transition takes place at the end of the first
phase at a point when the group has consumed almost half of
its allotted time.  The group now seems to face some sort of
alarm or crisis by recognizing that they have to redefine the
premises on which they were working till then. It generates a lot
of renewed vigor in the group’s activities and the group drops
its old way of thinking and adopts new ways Groups then carry
out its objectives until they reach the end of Phase 2, when
there is again a spur in their activities. This marks the Phase 2 of
the group’s life.
Although the punctuated equilibrium model is a relatively new
approach to understand groups, it seems to offer a good
explanation of the process of group development. If you refer
to your experiences during working in, say, the groups you had
participated for your project in Organizational Behaviour, you
will find that this was the way you had worked. You felt
frustrated when you realized that the date of submission and
presentation is nearby, but your group’s progress is almost
nothing. Then came a period of activities when all of you stared
working in a frenzy and finally could complete the task which
looked enormous.

Activ i ty   (10 minutes)Make a group of 3 and try to extract whatever
information you can of each other (time allotted 3 minutes for each group).
Then the class will ask one by one these groups about what information
they could gather through questions of their (the class) own. The session
has to be purely formal and lively with a humorous touch.

Group Structure, Process and Behaviour
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:
• R ole 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
behaviors 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
conformity 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.

• Rituals: Groups develop their own rituals, such as
meeting in a certain place for coffee breaks, going to the
same pub for lunch or meeting after work on Fridays.
Individuals may tend to seek acceptance and pretend to
conform to such norms as working late, while regularly
making excuses to go on time. Similarly, a member may
conceal non-adherence to norms by avoiding some aspects
of the social activities of the group - having to catch a
particular train or getting a lift can be used to avoid after-
work drinking sessions.

Where bonus payments are related to group performance there
is much stronger pressure on members to conform. Unautho-
rized breaks and failure to meet targets that affect the
performance of the group as a whole are likely to attract strong
pressure to conform.

Example: Group rituals in the workplace
An ice cream factory had several lines for filling different flavors
of ice cream into tubs, cartons, and ice lollies. Each filling line
had a team, with a leader who allocated jobs - usually in strict
rotation so as to avoid boredom. The elite team worked on
choices. The lowest level in the pecking order was the team
responsible for stacking incoming supplies of cartons and
loading delivery trucks.
Each team had its special table in the canteen. The ice-lolly team
brought in cakes they made and shared them. The stackers and
loaders took their breaks elsewhere. The choices team took his
or her break at a different time from everyone else. Entry to that
group was by invitation and seniority. Managers had learned
that it was not a good idea to try to allocate new members to
choices: there would be an astonishing rise in the number of
choices incorrectly wrapped or partly coated. Teams organized
their own informal breaks on a rote basis. Anyone overstaying
would lose the next break, as the team leader would not relieve
him or her.
The factory paid bonuses to teams that exceeded monthly
targets for filling cartons and tubs. There were strict quality
controls which included a variation of not more than’ 1/2%
either side of the declared weight. Quality checks showing
unacceptable variations in fill weight led to the conveyor being
slowed down and consequent loss of bonuses. Individuals
who persistently under filled in an attempt to earn bonuses
were banished to the menial jobs of fetching boxes of empty
cartons and removing filled tubs to the cold store. These people



111

would also miss out on rounds of drinks in the Friday pub
session.
• Sta tus 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
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. Factors,
which affect the development of group cohesiveness, are:

• Similarity of work;
• Physical proximity in the work place;
• The work flow system and whether or not it gives

continuing contact;
• The structure of tasks - whether individualized or group;
• Group size - smaller groups are more cohesive;
• Threats from outside - where a group sees other groups as

the enemy;
• Prospects of rewards;
• Leadership style of the manager;
• Common social factors, such as race, social status and

cultural origins.

Groups Processes

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 socia l fa ci l i ta tion 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 socia l loa fing
when members are found to enjoy a ‘free ride’, which tends to
increase with group’s size. For a group to be effective, we need
to heed to the group processes as well in addition to its
structure. The significant processes are – the communication
patterns used by the members for information exchanges,
group decision processes, leader behavior, power dynamics,
conflict interactions, etc,. This we have already dealt in unit3 and
unit5, so neednt study them here. But we do need to know that
these processes have significant impact on the group effective-
ness.

Minimizing social loafing
By understanding the causes of social loafing, we can identify
ways to minimize this problem. Some of the strategies listed
below reduce social loafing by making each member’s perfor-

mance more visi-ble. Others increase each member’s motivation
to perform his or her tasks within the group.
1. Form smaller teams- Splitting the team into several smaller

groups re-duces social loafing because each person’s
performance becomes more notice-able and important for
team performance. A smaller group also potentially
increases cohesiveness so that would-be shirkers feel a
greater obligation to perform fully for their team.

2. Specialize tasks- It is easier to see everyone’s contribution
when each team member performs a different work activity.
For example, rather than pooling their effort for all
incoming customer inquiries, each customer service
representative might be assigned a particular type of client.

3. Measure individual performance- Social loafing is minimized
when each member’s contribution is measured.
Unfortunately, individual performance is difficult to
measure in some team activities, such as problem-solving
projects in which the team’s performance depends on one
person discovering the best answer.

4. Increase job enrichment-Social loafing is minimized when
team members are assigned more motivating jobs, such as
requiring more skill variety or hav-ing direct contact with
clients. However, this minimizes social loafing only if
members have a strong growth need strength. More gener-
ally, however, social loafing is less common among
employees with high job satisfaction.

5. Select motivated employees- Social loafing can be minimized by
carefully selecting job applicants who are motivated by the
task and have a collectivist value o1ientation. Those with a
collectivist value are motivated to work harder for the team
because they value their membership in the group.

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. Do you watch the Euro cup? Have you felt the
fervor of belonging to a 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.

Activity  (3 minutes)

Make two columns title them as Groups and Teams and then list at least
5 examples of each.

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. We deal with the issue
in more detail in lesson 17, but for the time being the following
table will help to summarize this.
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 Work Groups Work Teams

 

Individual Collective

Individual outcome Mutual outcome

Share information

Neutral / negative

Collective performance

Always positive

Random

Demands of management

Complementary

Self-imposed demands

Performance

Accountability

Goals

Synergy

Skills

Responsive
to 

Groups and Teams
Role Conflict and Role Ambiguity
Role conflict also exists when an individual belongs to or
identifies with two or more groups whose goals or values are in
conflict. This is more typical in a matrix or project form of
organization where an individual may belong to several work
groups and report to several bosses, where directives are vague
of incompatible, inter group conflict may result.
Role ambiguity exists when an individual or the members of
group are not clear about their functions, purposes and goals
within the organization. Staff groups such as personnel or
accounting often encounter vague or unclear situation where
their function tend to interfere or conflict with line operations.
Personnel, for example may want to control all hiring and
promotion decision, an individual or the members of a group
may face a situation in which their and multifaceted nature of
what is good for the organization, this may result in noncom-
pliance of conflict
In the real workday world, employees are faced with role conflict
and ambiguity in some very traumatic ways. Many managers
and line workers have been enrolled in work improvement
programs that become so effective that were laid off, business
week reports on change, but some role their eyes at the slogans
and endless meetings and training sessions, blue collar workers
and union members are especially leery, being aims to empower
them to suggest ways to do their jobs more efficient they the
more efficiently they make things run, the more likely they are to
render their own jobs unnecessary.

Developing Effective Groups
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.
The personalities of group members and the traits they bring
to the group play an important part in deciding its effectiveness.
As we have seen, two shapers or two innovators would lead to
confusion. Personal goals also affect effectiveness. It is easy for
groups, especially informal ones, to decide that a low level of
productivity is the norm. Groups can be motivated to improve
their performance. This requires:
• Clearly defined task;
• Effective leadership;
• Small group size;
• Skills and abilities matched to the task;
• Proximity at work, for example an open plan office;
• Rewards that are regarded as fair by the group.

Factors for identifying effective work groups:
A number of factors are involved in identifying effective and
ineffective work groups. Some are quantifiable and others are
qualitative.

Effective work group Ineffective work group
Quantifiable factors

1. Low rate of labor turnover
2. Low accident rate
3. Low absenteeism
4. High output and productivity 
5. Good quality of output
6. Individual targets are achieved 
7. There are few stoppages and
8. Interruptions to work

1.  High rate of labour turnover
2.  High accident rate
3.  High absenteeism
4.  Low output and productivity
5.  Poor quality of output
6.  Individual targets are not achieved 
7. Time is lost owing to disagreements
between supervisor and subordinates

Qualitative factors
1. There is a high commitment to the
achievement of targets and organisational
goals
2. There is a clear understanding of the 
group's work
3. There is a clear understanding of the 
role of each person within the group
4. There is a free and open 
communication between members of the 
group and trust between members
5. There is idea sharing
6. The group is good at generating new
ideas
7. Group members try to help each 
other out by offering constructive 
criticisms and suggestions
8. There is group problem solving 
which gets to the root causes of the work 
problem

9. There is an active interest in 
work decisions

10. Group members seek a united
consensus of opinion
11. The members of the group want to 
develop their abilities in their work
12. The group is sufficiently motivated
13. To be able to carry on working in 
the Absence of its leader

1. There is no understanding of
organisational goals or the role of the 
group
2.  There is a low commitment to 
targets

3.     There is confusion and 
uncertainty about the role of each person
within the group
4. There is mistrust between group
members and suspicion of the group's
leader
5. There is little idea sharing
6. The group does not generate any 
good new ideas
7. Group members make negative and 
hostile criticisms of each other's work
8. Work problems are dealt with 
superficially, with attention paid to the 
symptoms but not the cause

9. Decisions about work are 
accepted passively

10. Group members hold strongly
opposed views
11. Group members find work boring 
and do it reluctantly
12. The group needs its leader there to 
get work done
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FOR DISCUSSION

Select a group you are involved in, for example a seminar or tutorial
group, and analyze its effectiveness in terms of the features it shows from
the above list. How valid are these factors in deciding whether or not a
group is effective?

Relationships with other groups
A group’s effectiveness is also affected by its relationships with
other groups. Contact with other groups can bring power
struggles, personal conflict between leaders, territorial disputes
and distrust of motives. Relations in the work place often seem
to parallel gang warfare in Los Angeles, where each group will
go to any lengths to protect its turf.
Effectiveness can be improved and constructive competition
encouraged by:
• Rewarding groups on the basis of their contribution to the

organisation as a whole and their efforts to collaborate,
rather than rewarding only individual group performance;

• Encouraging staff to move across group boundaries so
that understanding and co-operation are improved;

• Avoiding putting groups into situations where one must
emerge a winner and another a loser;

• Encouraging communication between groups through
discussion groups, joint planning meetings and so on.

Summary
• A group is defined as a collection of two or more

individuals, interacting and interdependent, which has
come together to achieve common objectives.

• The members of a group need to have certain
characteristics, which include Social interaction, Stability,
Common interests or goals and recognition.

• Formal groups are deliberately created by the organization
in order to help the organizational members achieve some
of the important the organizational goals.

• The informal groups develop rather spontaneously among
an organization’s members without any direction from the
organizational authorities.

• Task groups are often not restricted to the organizational
hierarchy and can be cross-functional in nature.

• 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.

• According to the Five-Stage Model of group
development, groups go through five distinct stages
during the process of its development namely Forming,
Storming, Norming, Performing and Adjourning.

• The pattern of interrelationship that exists among the
group members, and makes the group functioning orderly
and predictable is called as Group Structure

• 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 contributions.

• Social Loafing is said to be when members are found to
enjoy a free ride as they exert less individual effort when in
a group.

• When an individual belongs to several work groups and
reports to several bosses, where directives are vague and
incompatible, inter group conflict arises.

• Role ambiguity exists when an individual or the members
of group are not clear about their functions i.e. the H.R
department is not efficient enough to describe roles to their
employees.

• There is now a great deal of concern in developing 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.

Exercises

1. How do you use the punctuated-equilibrium model to
better understand group behaviour?

2. “High cohesiveness in a group leads to higher group
productivity.” Do you agree or disagree? Explain.

3. Do you read newspaper? If yes, read about the PSU’s
divestment committee. What are your views on that? What
are the advantages and the disadvantages? How can
disadvantages of committees be overcome?

4. What are the functions of the informal organisation? What
are some of dysfunctions?

5. Can you relate group roles to the managerial roles as
suggested by Mintzberg? Do you think they are descriptive
of what managers really do? Why or why not?

6. What are the concepts of Group think and group shift?
7. Design a study on group shift and discuss the results in

the class.
8. What is group dynamics? Explain.
9. Identify at least 4 roles that you play. What behaviors do

they require? Are any of these roles in conflict? If so, in
what way? How do you resolve these conflicts?

10. Does workforce diversity have an effect on groups’
performance and satisfaction?

11. Are status and norms related? How?
12. Research your nearest library and find out about

Zimbardo’s prison experiment and Asch’s experiment on
conformity. Discuss them in class.

13. Discuss about the Hawthorne Experiments in class. Do
you think they are important in learning about groups?
How?

14. Define sociometry and explain its value for managing
people. (Remember organisation and behavior course)

15. Are you a loner or a social being? Which ever is your
perception, give your view on why do you feel so?

16. Can group’s demography help you to predict turnover?
17. Discuss the problems of managing group behavior and

state methods for the same.
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18. What are the factors that can induce and sustain group
cohesiveness? What are the effect of group cohesiveness on
the group members and the organization?

19. Do you like to work in a group or by yourself? Give your
reasons for your choice.

20. In line with the last question, what do you think, whether
individual or group decision-making is effective? Interview
2 managers on the same issue and know their view.

Training and DevelopmentTraining and Development

� Group development, Group
processes and Behavior 

�Role conflict and role ambiguity

What is a Group?What is a Group?

“A group is defined as a collection of two 
or more individuals, interacting and
interdependent, which has come together to 
achieve common objectives.”

Types of Groups: Types of Groups: formalformal

� Command group,
� Task groups, 
� Standing committee, 
� Task force / ad hoc committee.
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Types of Groups: Types of Groups: informalinformal
groupsgroups

� Interest groups 
� Friendship groups 
� Reference groups 

Types of GroupsTypes of Groups

GROUPS

FORMAL
GROUPS

INFORMAL
GROUPS

COMMAN
D

TASK COMMITTEE INTERES
T

FRIENDSHIP REFERENCE

Reasons for Joining a Reasons for Joining a 
GroupGroup

Security
Status
Self-esteem
Affiliation
Power
Goal achievement

FiveFive--Stage ModelStage Model of group of group 
developmentdevelopment

� Forming
� Storming 
� Norming
� Performing 
� Adjourning   
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Group StructureGroup Structure

� Role
� Norms
� Status
� Group cohesiveness

Groups ProcessesGroups Processes

� social facilitation effect
� social loafing

Work GroupsWork Groups versusversus WorkWork
TeamsTeamsWork Groups Work Teams

Individual Collective

Individual outcome Mutual outcome

Share information

Neutral / negative

Collective performance

Always positive

Random

Demands of management

Complementary

Self-imposed demands

Performance

Accountability

Goals

Synergy

Skills

Responsive
to  

Developing Effective Developing Effective 
GroupsGroups

� Clearly defined task;
� Effective leadership;
� Small group size;
� Skills and abilities matched to the task;
� Proximity at work, for example an open plan

office;
� Rewards that are regarded as fair by the group.
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Contents:   A Group Exercise- A desert survival activity.

UNIT 2
DEVELOPING PEOPLE

CHAPTER 5:
FOUNDATION FOR DEVELOPING
TRAINING PROGRAMS: GROUPS

LESSON 16:
A GROUP DISCUSSION ON GROUPS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the basis of planning training for 
groups

� Nature of groups
� Factors in group.
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LESSON 16:
A GROUP DISCUSSION ON GROUPS

Dear students this is a tutorial where you indulge in an
intensive group discussion on the application of the process of
group behaviour in a real live example. The case is of under-
standing the significant difference in behavior when one is in a
group and one is alone. Your task is to go step by step and
formulate a report on the same. Make use of your lesson 15 for
this.

The desert survival problem

Communication Activity-

A) The story
It is approximately 10:00 am in mid-July and you have just
crash - landed in a Desert, South West USA. Your light twin-
engine plane containing the bodies of the pilot and co-pilot has
completely burned out only the frame remaining. None of the
rest of you has been injured. The pilot was unable to notify
anyone of your position before you crashed. However, ground
sightings taken shortly before the crash suggested that you are
about 65 miles off-course from your originally filed flight plan.
A few moment: before the crash the pilot ‘indicated that the
nearest known inhabitation was (mining camp 70 miles away in a
North North-East direction.  The immediate area is quite flat
and appears to be rather barren except for the occasional cactus.
The last weather report indicated that the temperature would
reach 43°C.
You are dressed in lightweight clothing – short sleeved shirts,
shirts, socks and leather shoes.   Everyone has a handkerchief
Collectively your pocket? Contain § 1.25 in change, $ 81 in
notes, a packet of cigarettes and a ballpoint pen.
Before the plane caught fire, your group was able to salvage the
15 items listed below.

B) Individual part
As an individual, rank these items in order of their importance
for your survival, starting with “I” for the most important,
down to “15” for the least important. You may assure that the
number of survivors is the same as the number of members in
your group and that they have decided to stick together. Write
the numbers in the first column and do not discuss your
ranking with anyone else at this stage.

C) Group discussion
Now get together with the other members of your group to
discuss the problem and write down the numbers for the new
order of importance which your have agreed in the second
column.

D) Evaluation of the game.

The situation described is based on over 2000 actual cases in
which men or women lived or died depending on the survival
decision made. Your own “life” or “death” depends on how

well your group can share its knowledge to reach decisions.
Based on those actual cases, there exists an official ranking.
Compare the ranking which you as an individual gave -each item
and subtract the lower figure from the higher one. Write the
differences in the columns headed Individual Difference
Score. When you have finished, add up all the figures in that
column and make a note of the total. Do the same for the
ranking, which your group decided.
Compare the two results. Which seems to have been more
effective individual or group decision?

EMS Individual
Ranking

Group
Consensus
Ranking

Official
Ranking

Individual
Difference
Score

Group
Difference
Score

ch ( 4 battery size ) 
k Knife 
tional air map of crash area
tic rain coat ( large size ) 

gnetic compass 
dage kit with gauze ( Mullbinde) 

Caliber Pistol (loaded) 
achute ( red and white ) 
tle of salt tablets (1000)
er of water per person 
k entitled Edible Animals of the Desert 

uarts of 180 proof Vodka
vercoat per person
metic mirror 
TAL

Evaluation for a discussion with cooperation
difficulties

How did I behave?

A) Individual part
Now, that the discussion is over, please take a look at the
following list and try to remember your own and the other
member’s behavior in he discussion.
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No. Question 1 2 3 4 5 6 7

1 Did I like the behavior I showed in the discussion?

2 Did I like the other people’s behavior?

3 Did I feel comfortable?

4 Did I make sure that everyone felt comfortable?

5 Did the others listen to what I said?

6 Did I listen to what the others said? 

7 Did I make sure that others listen to what people 

said?

8 Did I make sure the others understand my point 

of view 

9 Did I show the others I understood their point of 

view?

10 Did I look at the person who was talking?

11 Did I show that I am interested in what the others 

say?

12 Did the others show interest when I was talking?

13 Did I have to defend myself against the others?

14 Did someone else have to defend himself?

15 Was I not objective at any point?

16 Was anyone else not objective at any point?

17 Did I give directives at any point? 

18 Did anyone else give directives at any points?

19 Did I judge or criticize anyone? (“You are 

stupid !”)

20 Did anyone judge or criticize me or anyone else?

21 Did I make fun of anyone?

22 Did anyone make fun of me or anyone else?

23 Was I open towards other people’s opinions?

24 Were the others open towards my  opinion? 

25 Did I judge or criticize anyone? (“You are 

stupid!”)

26 Did anyone judge or criticize me or anyone else?

27 Did I make fun of anyone?

28 Did anyone make fun of me or anyone else?

29 Was I open towards other people’s opinions?

30 Were the others open towards my opinion? 

• 1: Never
• 2: once
• 3: rarely
• 4: sometimes
• 5: often
• 6: almost always
• 7: always
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Contents:  Teamworking

          Approaches & Significance

          Developing teamworking
          Team Processes

          Developing Effective Teams

          Team Roles
                    Team Building

                    Exercises

UNIT 2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENT

LESSON 17:
TEAMS- DEVELOPING EFFECTIVE

TEAMS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson
By the end of this Lesson, you should be able to:

� Know what is the difference between groups 
and teams.

� Understand the meaning of team roles, acts, 
processes, etc.

� Developing teamworking in organizations 
and;

� Teamworking: the Indian perspective.
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LESSON 17:
TEAMS- DEVELOPING EFFECTIVE TEAMS

Dear students, how do you perceive the two words- Groups
and Teams? A layman would say they are more or less the same.
Often there is a tendency to use the two words interchangeably.
But they are not the same and in the organizational context,
both have got a particular role to play. This you might have
ample understanding from the previous lesson.

Definition

A team- …….is a group whose individual efforts result in a performance
that is greater than their sum of their inputs. This is in contrast to a
group that can be defined as that interacts primarily to share information
and to make decisions to help each other perform within his or her area of
responsibility.” –Robbins.

Team working has become significant nowadays when the
technology or operating processes require ‘cellular’ working or
considerable interaction between people carrying out different
functions, but with a common purpose.
Effective team working is more important during periods of
rapid change or crisis. An organization, which has to adapt
quickly to its changing competitive, economic or social environ-
ment, will rely upon good teamwork so that it can pool
resources and respond fast to the new opportunities or threats.

Approaches to Achieving Good Teamwork
Walton has commented that in the new commitment-based
organization it will often be teams rather than individuals who
will be the organizational units accountable for performance.
However, teamwork, as W ickens (1987) has said, ‘is not
dependent on people working in groups but upon everyone
working towards the same objectives’. The Nissan concept of
teamwork, as quoted by Wickens, is expressed in its general
principles and emphasizes the need to:
• Promote mutual trust and cooperation between the

company, its employees and the union;
• Recognize that all employees, at whatever level, have a

valued part to play in the success of the company;
• Seek actively the contributions of all employees in

furthering these goals.

W a terma n (1988) has noted that teamwork:
Is a tricky business; it requires people to pull together toward, a
set of shared goals or values. It does not mean that they always
agree on the best way to get there. When they don’t agree they
should discuss, even argue these differences.
Pa sca le (1990) underlined this point when he wrote that
successful companies could use conflict to stay ahead: ‘we are
almost always better served when conflict is surfaced and
channeled, not suppressed.’ The pursuit of teamwork should
not lead to a ‘bland’ climate in the organization in which
nothing new or challenging ever happens. It is all very well to be

‘one big happy family’, but this could be disastrous if it breeds
complacency and a cozy feeling that the family spirit comes first,
whatever is happening in the outside world.

The Significance of Teamworking
The tendency for organizations to become flatter as layers of
manage-ment or supervision are stripped out creates the need
for better teamwork. In these circumstances managers will have
larger spans of control and will have to delegate more responsi-
bility to their teams, who will be forced to coordinate their own
work rather than rely upon their boss to do it for them. In this
type of organization interdisciplinary project teams become
more important. The instant availability of management
information and the communication facilities provided by
information technology assist’ informal teams to operate more
efficiently.
At office or shop floor level autonomous work groups may be
set up which are responsible for all aspects of their operation
and may not have an appointed leader.
HRM policies should be designed to promote effective
teamwork in the situations described above. This lesson
examines how such policies can be developed and applied under
the following headings:
• Team processes;
• team development;
• team effectiveness;
• team roles;
• approach to achieving good teamwork;
• teamworking in action;
• introducing teamworking;
• Teambuilding and interactive skills training.

Task and maintenance functions
The following functions need to be carried out in teams:
• task - initiating, information seeking, diagnosing, opinion

seeking, evaluating, decision making;
• Maintenance - encouraging, compromising, peace-keeping,

clarify-ing, summarizing, standard setting.
It is the job of the team leader or leaders to ensure that these
functions operate effectively. Leaderless teams can work, but
only in special circumstances. A leader is almost essential -
whether official or self-appointed. The style adopted by the
leader affects the way the team operates. If he or she is re-
spected, this will increase the group’s cohesiveness and its ability
to get things done. An inappropriately authoritarian style creates
tension and resentment. An over-permissive style means that
respect for the leader diminishes and the team will not function
so effectively.
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Developing team working: a seven-stage plan
The NEDO research therefore showed that team working could
have substantial benefits. But, as Cannel (1992) notes, its
introduction needs to be properly handled: there are several
examples of failure, apparently because managements have
rushed into change without sufficient fore-thought. Planning is
essential, and the following paragraphs consider the stages
necessary if team working is to be introduced successfully. What
follows is based on the experience of garment manufacturers,
but the stages should be similar in other sectors.

Stage 1: Initial preparation
Senior people in the company need to consider the reasons for
introducing teamwork - for example, is it primarily to improve
response times, or is reducing labour turnover and absenteeism
just as important? Is it vital to have a potential throughput
time of a day or less, or will a few days suffice? Is the extra cost,
which is almost certainly involved in ultra-quick response, worth
it?

Stage 2: Project planning
The American companies visited had one dedicated individual,
or a team of managers, with the task of developing the project.
They believed that if the job were given to someone with heavy
day-to-day responsibilities, that person would be unlikely to
give it the time it deserved, and the outcome could be failure.
The individual or team needs to know that the project has the
full support of senior people over the medium and long term,
and that it is not simply seen as a ‘quick fix’. If a team is
formed, it should include people from various disciplines;
engineering, work study and personnel, for example.

Stage 3: Develop Plans
The individual or team responsible will need to develop ideas,
which take time and require careful and formal planning. For
example, the formation and composition of teams, training,
pay systems, and the size and physical layout of groups need to
be considered. Pre-production planning, which assumes greater
importance because of the reduction of buffer stocks, also
needs to be revised. Time should also be taken to develop
consensus, particularly among middle managers and supervi-
sors, who may feel that their authority is threatened. American
experience suggests that six months from beginning planning
to establish the first group is reasonable.

Stage 4: Communication
If a trade union is recognized, the relevant full-time official and
shop stewards should be consulted as soon as possible and
certainly well before the announcement to the workforce
generally. If their support can be gained, it will help to sell the
concept more widely and, of course, such consultation should
continue at every subsequent stage.
After the planning stage, everyone will have to be told what is
proposed. How the announcement is made will, to some
extent, depend on the size of plant and what shift systems, if
any, are operated. Making the announce-ment to a meeting of
everyone in the factory has the advantage that they will all receive
the same message, but a considerable disadvantage is that, in a
large meeting, many people will feel unable to ask questions.
The best way may be a combination of the factory-wide

meeting, at which the announcement should be made by the
chairperson or managing director to establish the commitment
of senior people, followed by meetings of groups of around
20, involving the factory manager and project leader, at which
there can be questions and discussion.
Whatever the manner of the announcement, the policy should
be promising too much too soon should not raise one of
openness and honesty, and undue expectations. The reasons for
the proposed change need to be described (e.g. to increase speed
of response, to improve quality). The advantages from the
point of view of the workforce (e.g. more stable earnings, a
more varied job) and the transitional arrangements (in particu-
lar, training) should also be spelled out. The briefing should be
supported with simple written material, perhaps in question
and answer form.

Stage 5: Training
Virtually all the interviewees said that they wished they had
carried out more training. In the USA, teamworking experi-
ments have failed because of insufficient attention to training,
which should have the following elements.
The first is managerial and supervisory training, which should
take place before the first teams are established. American
practitioners recommend at least ten two-hour training sessions
over two or three weeks. Subjects could include teambuilding,
communications, problem solving, motivation, quality and
participative management.
The second element is operative training, which falls into three
areas.
1. Team working and related skills. This had clearly been

difficult for the companies visited. With teamworking,
operatives need to communi-cate with each other more
than previously and to establish consensus. One very
American method is to get all team members to agree on a
name for the team at an early stage. This, in itself, forces
communica-tion, and the very process of coming to
agreement can be used to draw lessons about cooperation
and communication. Problem-solving exercises can also be
used.

2. Technical issues. Team members also need to know
something about machine maintenance, quality, line
balancing and what one inter-viewee called ‘the relationship
between time and money’. Here the practical approach -
giving people stopwatches and calculators, and letting them
work out real problems for themselves - may be more
effective than theoretical training. Such training might be
carried out before a group is actually set up early in its life.
Supervisors might participate with teams in such training,
to reinforce their changed role.

3. Multi-skilling. The firms visited believed that each team
member should be able to carry out, say, three operations.
Ultimately every team member should be able to do every
job within the group. This has the additional advantage of
enabling the group to cover for absence without using
‘floaters’. Multi-skilling can be achieved by conven-tional
training, but one team member can also achieve it with a
particular skill training perhaps two of his or her colleagues
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in it. This also helps to raise the self-esteem of the
individual doing the training, and to develop team
communication and cohesiveness.

Stage 6: Developing pilot teams
The companies visited had formed one or two teams initially,
and then added new teams after six months or so. This
gradualist approach enabled experiments (and mistakes) to be
made. In the USA, the initial teams had mainly been formed
from volunteers. This may be preferable to compul-sion, which
can give the wrong message, and there is some truth in the old
saying about the value of volunteers as against pressed men.
Against this, there may come a point when the supply of
volunteers will dry up, and to ensure that all teams are reason-
ably balanced it may be best to co-opt people from the start.

Stage 7: Seeking results
The pilot teams that get developed now work for the objectives
to be achieved. The voluntary team members perform their task
and also supervise the ones who are made to work. Thus, both
the objectives a) organizational goal and b) individual develop-
ment are achieved.

Things to do to improve teamwork

• Pick people who will fit the culture and work well with
others, but who are still capable of taking their own line
when necessary.

• Keep on emphasizing that constructive teamwork is a key
core value in the organization.

• Set overlapping or interlocking objectives for people who
have to work together. These will take the form of targets
to be achieved or projects to be completed by joint action.

• Assess people’s performance, not only on the results they
achieve, but also on the degree to which they uphold the
value of teamwork.

• Encourage people to build networks - things get done in
organiza-tions, as in the outside world, on the basis of
whom you know as well as what you know. It is no good
being right if you cannot carry other people along with
you. And this is best done through informal channels
rather than relying on reports, memoranda or committees.
This, incidentally, is an approach, which people without a
strong power base in the organization, such as some
personnel managers, can use to good effect.

• Set up interdepartmental project teams with a brief to get
on with it.

• Clamp down on unproductive politics.
• Describe and think of the organization as a system of

interlocking teams united by a common purpose. Don’t
emphasize hierarchies. Abolish departmental boundaries if
they are getting in the way, but do not be alarmed if there
is disagreement - remember the value of constructive
conflict.

• Devise and implement commitment and communications
strategies, which develop mutuality and identification.

• Hold ‘away days’ and conferences for work teams so they
can get together and explore some of the real issues
without the pressures of their day-to-day jobs.

• Recognize and reward people who have worked well in
teams.

• Introduce team bonus systems - rewarding teams for
achieving targets.

• Use training programmes to build relationships. This can
often be a far more beneficial result of a training course
than the increase in skills or knowledge, which was
its ostensible purpose.

• Use teambuilding and interactive skills training to
supplement the other approaches. But do not rely upon
them to have any effect, unless the messages they convey
are in line with the organization’s culture and values.

Cel l-ba sed w orking - a  ca se hi story

Digital Equipment Corporation’s very large scale integration (VLSI)
operation assembles and tests semiconductors for use in Digital’s range of
business computers. As reported by IRS (1990), when the assembly unit
was established in 1987 the unit’s management decided that the
operation’s structure needed to be changed. The reasons for this decision
included:

• Rapid developments in semiconductor technology which meant that the
assembly process could double in complexity with each new product;

• A desire to reduce the wastage rate, since each silicon wafer has
already completed 100 key process steps by the time it reaches the
assembly stage and mistakes cannot be rectified;

• The recognition that operators had skills and abilities which were not
being exploited in a ‘mechanistic serial process’; and

• The emphasis in the Digital corporate philosophy on ‘quality of
working life’ and development of the individual employee.

Other factors taken into account were the needs to cut down cycle time, to
turn orders round in a shorter period and to build in flexibility so that
small batches of different types of product could be processed quickly.
However, greatly increased productivity was not a priority.

The plan for change

The new operational strategy, designed to ‘build intelligence’ into the
assembly process, was devised by seven assembly staff managers at the
beginning of 1987. They proposed to:

• ‘Vertically integrate’ the process, regrouping machines in product
lines, so that each line would have responsibility for the construction of
a component from start to finish with as few joins as possible;

• Divide sections of the new lines into work cells with maintenance and
quality control conducted within the cell;

• train operators to be proficient in all the production stages in their cell
and give them an understanding of the complete assembly process; and

• Introduce just-in-time (JIT) working which eliminates the build-up of
stock throughout the production process and cuts inventory costs.

At the beginning of the reorganization employees received a commitment
that there would be no redundancies as a result of the programme.

Setting up the cells

The formation of the work cells and the teams in them was made in the
first place following the reorganization by management of the assembly
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layout. Previously, machines had been grouped according to production
stage so that all those operating one type of machine worked in proximity
on batches of circuits passed on from the stage before. The reorganized
lines have one of each machine per line arranged in the sequence of actual
production so that a product passes directly down the line and any faults
detected at the test stage can be traced back to a single machine.

The cells were created by artificially grouping together certain steps in the
line. The first layout devised by management gave each line six cells.
However, within two months employees on the line requested that some
cells be merged and now there are five cells and cell teams per line of 25
employees.

Training for teamwork

Accompanying the shift to a cell-based production line was the introduc-
tion of the concept of teamworking. This was intended to help the
members of a cell to take collective responsibility for quality and process
control within their area and to work together to solve any operational
problems. In the middle of 1988, for a period of two months only, two of
the three shifts worked on the line in any 24 hours while the third received
training in teamworking and the operation of JlT and quality control.

Team training included a course on basic problem-solving techniques
developed by Digital’s corporate quality section, which teaches the use of
statistical process control, and Pareto and fishbone diagrams. Some cell
members were also taught how to improve the presentation of ideas to a
group and how to hold effective meetings. Since this initial training phase
for all operators, team-related training (such as courses in chairing
meetings) has been arranged for representatives of each cell as part of the
skills training programme.

Team responsibilities

Although they were trained in group working and problem solving, the line
teams were initially given few responsibilities beyond those of quality and
stock control. However, during the next two and a half years many
responsibilities were devolved to the operators. Any changes to layout or
organization, which do not have an impact outside the cell, may be made
by a simple majority of team members. Changes affecting other cells are
taken to the shift team (made up of leading hands and supervisors) for
discussion. Cell teams are responsible for recording their own output, cycle
times, reject levels and productivity on notice boards placed beside the line.

Each team has to budget its time three months in advance, taking into
account its training commitments and production targets and, if the two
cannot be matched, then the team puts in a request for overtime.

Success

The overall success of the adoption of teamworking, just-in-time and
quality management is demonstrated by a number of measures. Through
JIT the number of circuits in the system at any time for an output of
30,000 per week has dropped from 45,000 to around 12,000. The
minimum batch size which the line can produce has been reduced from
300 to 90 and is expected to drop to 50. This allows small orders from
other Digital companies to be filled without a build-up of surplus stock.

As a result of the quality programme the yield of circuits with no fault
has risen from 92 per cent in the middle of 1988 to 97.8 percent in the
middle of 1990, compared with an average improvement across the
industry of 0.02 per cent in the same two years. In the same period the
cycle time has been reduced from 10 days to 2.1 days, the speed at which
the company could previously produce only occasional rush orders.

Despite considerable upheaval and a radical change in working practices,
VLSI has maintained a rate of labor turnover of less than 2 per cent a
year since the restructuring.

Team building -the Indian scenario
The importance of industry-wise team building and its
relevance is growing in the present industrial scenario, yet only
some efforts have been made to adopt it by the organisations
on a continuing basis.  The challenge of teamwork enables not
only developing effective cohesive teams, but also maintaining
the existing teams by giving them a fresh impetus for more
effective performance.  As such, managers on an ad-hoc basis
practice a number of alternatives, and practice has taken
precedence over theory.  The present study is only exploratory in
nature and attempts to find out about the existing practices and
the individual’s feelings as a team member when confronted by
such practices.
Teamwork is the quintessential contradiction of the Indian
society grounded in individual achievement.  In the Indian
ethos, psychological equation with peers does not happen
though psychological equation with father or mother can
happen.  In organizations where there is a predictable carryover
of such attitudes and colleagues are seen as threats and peer
interactions are usually comfortable in task irrelevant

situations, teams do not develop automatically but have to be
developed by the management through purposeful action.
Teams do form spontaneously in the face of a common threat
or through exceptional leadership qualities of the team leader.
Thus, both team processes and team acts or tasks become
integral for effective team building.  By team acts are meant the
structurally induced procedures of team building as initiated by
a team leader or a consultant to harness a group into a team.
Team acts have been identified as role definition, task definition,
decision-making, communication, implementation, and
renewal.  Team processes refer to those self-related issues that
the individual team member faces while performing various
team-building acts initiated by the system.  Four team processes
have been identified: Belongingness, authority, distribution of
resources, and identity (See Fig 1).
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Activity (5 minutes)

List all the team processes you are or have been a part of. Also write your
identity in the team and one-liners of what special you have gained out of
being a member of each team.

The focus of team processes is the self-orientation of the
individual in a particular team.  Self-orientation refers to the
individual’s identity and the relationship of this identity to the
role he is occupying in the system.  It also relates to the values,
beliefs, and goals of the individual and the congruence/in
congruence he experiences with systemic values, beliefs, and
goals.  A mismatch of the individuals identity to the role thus
would result in apathy, resentment, and lack of personal
satisfaction, that is, if prefers to do the same role and not
switch to either in the same organisation or any other
Organisation.  A mismatch of individual-organisational values,
beliefs, and goals would presumably result in conflicts over
authority, distribution of resources and role taking.
By and large, the Indian managers show a strong need for team
building activities which are more structured and consistent
than the ones followed at present.  At the macro-level, this need
is felt as an establishment of institution building efforts,
especially among organisations with high growth and turbulent
environments.  At the micro-level, team formation is ad hoc the
more the pressure of the task, the more strong the threat from
the environment, the more cohesive the team.  Though
professionally every Organisation has teams marketing,
production, etc. - team cohesiveness is purely business-oriented
with little or no emotional togetherness.
Gibb’s four fundamental concerns (acceptance, data, goal
formation, and control) that influence the formative processes
of all groups, and Young’s complementary notions that all
process is movement from freedom to constraint have resulted
in the formulation of four basic managerial team issues -
Belongingness, Authority, Distribution, and Identity
Belongingness refers to the individual team member’s
concerns of being accepted in the group and whether he is “in”
or “out” of a group as a team member.  To answer this
question affirmatively, the team must be doing something that
one wishes to be a part of and where one can contribute
something worthwhile.  This can be initiated at three levels - the
system, the team leader, and the individual.  The responses of
our sample of managers show that very little system related
action is generated to make the individual feel a sense of
“belongingness”.  The managers generally voiced the concern
that they felt as though they were “outsiders” in goal setting at
the corporate level, and felt that role clarity was very often not
present.  As one manager had put it: “The job is very loosely
defined ... objective-setting is an exception, not a rule.... I can
shirk or take on as much responsibility as I like” or that “there
are no, written objective... objectives should be defined every six
months”.
At the managerial or team leader’s level, the sense of
belongingness is high on decision-making for the task under
the manager’s direct control, implementation and, to some
extent, renewal.  Obviously, belongingness cannot be driven by
such macro practices.  In this context, the managers felt that the
leader depending upon the situation essentially initiates the task

driven.  In the absence of a leader-driven action to increase
belongingness, the individual’s reaction could be seen in the lack
of belongingness in communication.  For example: “I rarely ask
for help.  I am convinced of my capability” or “there is little or
no sharing about how well team members are working together
or how they affect task performance”.

Activity (10 minutes)

Sit back and think about the various ways in which you help people to
prepare for their work. Think back over the last week and identify five
times when you acted as a leader initiating things. Nothing big is required,
small acts can be listed.

Authority refers to the influences and controls that converge on
the individual, which, in turn, depends upon where he is placed
in the system.  These can be hierarchical (superior-subordinate)
or multiple (lateral, environmental, functional, etc.).
While all managers have sufficient control and influence over
their performance and their subordinate’s performance, the very
organisational objective of insulating accountability goes against
team building and creates islands.  As one manager had put it:
“Here, everybody is a surgeon, you really do not have the
authority... you have to carry a lot of people... I feel powerless to
do certain things in the head office.  In a lot of ways, I can plan,
stretch, and devise, but what I devise, I am not in control”.  In
broad issues of the job, especially cross-department goal setting,
the individual feels powerless.  Similarly, where important
decisions are to be taken which involve a fair degree of risk and
financial implementation, powerlessness is more acute.
Endorsement   of important decisions becomes an important
part of the superiors or team leaders role where the final
authority is vested in his status - power - as the leader of the
team.  One manager said: “if I fail to convince any boss, it is my
failure, if I win them it is to my credit”.
It thus appears that authority is seen as hierarchical and single
person in specific task-related areas, while systemic constraints
are held responsible for lack of multiple authorities.  In some
public sectors, where there is a clear hierarchy and bureaucracy,
powerlessness is usually felt by the leader bypassing the
manager to interact with the latter’s subordinates, thus leading
to role erosion of the manager and his hierarchical authority
over his subordinates.
Distribution of resources refers to the systemic distribution of
resources to the individual depending upon the role he is
expected to perform in the Organisation.  Thus, one can be
either a resource controller or a resource contributor.  The
respondents of our interviews see resources as mostly being
distributed according to relationship.  As such, a conscientious
person takes on a lot of pressure due to pooling of resources,
for instance, sharing secretaries or computers, while a non-
conscientious person plays one person against the other, thus
leading to procrastination and prolonging of projects.  There is
also too much tight strap for time and resources, which
prevents effective team functioning.
The resource contributors who interact with the structure of the
system - those who are leaders, or in task-related areas like
finance, typically voiced: “I do not accept team recommenda-
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tions till I am thoroughly satisfied”.  “I tend to push people to
highly stretchable targets”.  “Not being a man of detail,
changing tracks is difficult for me”; or “I try very hard to
convince people to my way of thinking and bring them in line
with my views”.  Networking thus becomes an effective tool to
procure resources especially when it is difficult to reason with
the resource contributor and bring them in line with one’s
views.
Identity, as mentioned earlier, has been classified as micro-
identity and macro-identity.  Micro-identity which refers to the
individual, autonomous style of functioning, and which
requires the least supervision and control over task perfor-
mance, was found to occur most frequently among R&D
personnel.  On the other hand, non R&D personnel, such as
people in marketing, production, and sales, who display Micro
identity patterns, feel that networking is essential to get things
done in the present Organisation.  The nitty-gritty’s of their role
not being defined, much of the evolution of the role rests on
them.  Most of the time is spent on operations rather than
seeing the end result, and many times, the individual has to take
on the other team member’s role that is unable to fulfill the
task.  Because of the individual orientation towards work, there
is very little work-related interaction with peers.  According to
one manager: “physical proximity forces a relationship among
team members”.  Teams hardly meet to discuss team issues -
they go
straight to business meetings.  There is also a tendency in
organisations to be activity oriented rather than result-oriented.
Thus, the Organisation culture, the kind of technology the
Organisation is in, the functional differences, provide a context
for effective team building, which can nurture an individual’s
macro-identity orientation or effectively provide situational
stimulators for gearing micro-identity patterns towards macro-
identity.  On the other extreme, it can stifle the macro-identity
of the individual by promoting an individualized orientation
towards work.

Activity (5 minutes)

Think of a service industry viz a viz airlines, hotels, banks, etc and now
list the members of a team in one or two departments.

Team Effectiveness
An effective team is likely to be one in which the structure,
leadership and methods of operation are relevant to the
requirements of the task. The Longwall and Ahmedabad
studies carried out by the Tavistock Institute Trist (1963) and
Miller and Rice (1967) - emphasized the importance of commit-
ment to the whole group task and the need to group people in
a way which ensures that they are related to each other by way of
the requirements of task performance and task interdependence.
In an effective team its purpose is clear and its members feel the
task is important, both to them and to the organization (the
concept of saliency). According to McGregor (1960), the main
features of a well-functioning, creative team are as follows.

1. The atmosphere tends to be informal, comfortable and
relaxed.

2. There is a lot of discussion in which everyone participates
initially, but it remains pertinent to the task of the group.

3. The task or objective of the team is well understood and
accepted by the members. There will have been free
discussion of the objective at some point, until it was
formulated in such a way that the members of the team
could commit themselves to it.

4. The members listen to each other. Every idea is given a
hearing. People do not appear to be afraid of being
considered foolish by putting forth a creative thought, even
if it seems fairly extreme.

5. There is disagreement. Disagreements are not suppressed
or overrid-den by premature team action. The reasons are
carefully examined, and the team seeks to resolve them
rather than to dominate the dissenter.

6. Most decisions are reached by consensus in which it is clear
that everybody is in general agreement and willing to go
along. Formal voting is at a minimum; the team does not
accept a simple majority as a proper basis for action.

7. Criticism is frequent, frank and relatively comfortable. There
is little evidence of personal attack, either openly or in a
hidden fashion.

8. People are free in expressing their feelings as well as their
ideas, both on the problem and on the group’s operation.

9. When action is taken, clear assignments are made and
accepted.

10.The leader of the team does not dominate it, nor does the
team defer unduly to him or her. There is little evidence of
a struggle for power as the team operates. The issue is not
who controls, but how to get the job done.

These characteristics together present an ideal which might be
striven for but is seldom attained. The extent to which it is
possible or even desirable for them to be achieved depends on
the situation. A mechanistic or bureaucratic type of enterprise -
where this is appropriate to the technology - cannot allow its
formal organizational units to function just like this, although it
should try to ensure that any committees, task forces or project
teams which are set up do exhibit these forms of behavior.

Team Roles
Bales (1956) found that effective teams need people who help to
get things done. They also need people who are concerned with
the social side of working in a group. Task -oriented team
members are most influential, but socially inclined members are
most liked.
Belbin (1981) identified eight different roles played by manage-
ment team members.
1. Chairpersons - control the way in which a team moves

towards the group objectives by making the best use of
team resources; recognizing where the team’s strengths and
weaknesses lie and ensuring the best use is made of each
team member’s role.
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2. Shapers - specify the ways in which team effort is applied,
directing attention generally to the setting of objectives and
priorities, and seeking to impose some shape or pattern on
group discussion and on the outcome of group activities.

3. Company workers - turn concepts and plans into practical
working procedures and carry out agreed plans
systematically and efficiently.

4. Plants - specify new ideas and strategies, with special
attention to major issues. Look for possible breaks in
approaches to the problems with which the group is
confronted.

5. Resource investigators - explore and report on ideas,
developments and resources outside the group, creating
external contacts which might be useful to the team and
conducting any subsequent negotiations.

6. Monitor-evaluators - analyze problems and evaluate ideas and
suggestions so that the team is better placed to take better
decisions.

7. Team workers - support members in their strengths (i.e.
building on their suggestions),

underpin members in their shortcomings, improve
communications between members and foster team spirit
generously.

8. Completer-finishers - ensure that the team is protected from
mistakes, actively search for work, which needs more than a
usual degree of attention, and maintain a sense of urgency
in the team.

Belbin suggests that, although the main roles of team mem-
bers can be slotted into one or other of these categories, most
people have an alternative, back-up role, which they use as
necessary.

Activity (5 minutes)

You are a part of the software development team in Infosys. Describe the
various roles; members of your team would play in line with the above-
mentioned team roles.

Team Building

“Team building is any formal activity intended to improve the
development and functioning of a work team.”
 Most team building accelerates the team de-velopment process,
which in turn might reshape team norms or strengthen co-
hesiveness. Team building is sometimes applied to newly
established teams. But it is more common among existing
teams that have regressed to earlier stages of team develop-
ment. Team building is therefore most appropriate when the
team experiences high membership turnover or members have
lost focus of their respective roles and team objectives.

Types of Team Building
There are four main types of team building: role definition,
interpersonal processes, goal setting, and problem solving. A
typical team-building activity includes two or more of these.

• Role definition
The role definition perspective examines role expectations
among team members and clarifies their future role obligations
to each other -Participants typically describe perceptions of their

own role as well as the role expectations they have of other
team members. After discussing these percep-tions, team
members revise their roles and present them for final accep-
tance.”
This process determines whether individuals have the same role
expectations that others assume of them.

• Interpersonal Process
Interpersonal process activities try to build trust and open
communications among team members by resolving hidden
agendas and misperceptions. Wilderness adventures are popular
interpersonal process activities, in which teams face special
challenges and threats in the woods. For example, Black &
Decker Corp’ new design team participated in a team-building
session operated by the Outward Bound group near Baltimore,
Maryland. In one activity, called the Spider Web, team members
had to crawl through a massive woven rope structure that hangs
between two trees. Their mission was to get from one side to
the other through small holes without touching the rope. By
solving these types of problems in unfamiliar settings, team
members learn more about each other’s strengths and weak-
nesses, and discover how interpersonal relations at work can
affect each person’s potential.
There are many types of team building that emphasize
interpersonal process. Wilderness team building, paintball wars,
and obstacle course challenges can be fun while bringing home
the message that trust and respect are important elements of
effective teams. Notice that these exercises also help teams
develop other abilities, such as improved decision-making.
However, some of these fun events were designed for personal
growth, not team development. Consequently, they may
improve individuals, but not team dynamics.
Another interpersonal process activity, called dialogue, helps
team mem-bers learn about the different mental models and
assumptions that each per-son applies when working together.
Dialogue is based on the idea that a team develops a “whole-
ness” or sense of unity when its members continually engage in
conver-sations to understand one another. As they gain
awareness of each other’s models and assumptions, members
eventually begin to form a common model for thinking within
the team.
Goal setting as a team-building strategy, goal setting involves
clarifying the team’s performance goals, increasing the team’s
motivation to accomplish these goals, and establishing a
mechanism for systematic feedback on the team’s goal perfor-
mance. This is very similar to the individual goal setting
described in Chapter 3, except that the goals are applied to
teams. Consequently, team dynamics must be addressed, such
as reaching agreement on goals. Re-cent evidence suggests that
goal setting is an important dimension of team building.

• Problem solving
This type of team building examines the team’s task- related
decision-making process and identifies ways to make it more
effec-tive. Each stage of decision-making is examined, such as
how the team identifies problems and searches for alternatives.
To improve their problem-solving skills, some teams participate
in simulation games that require team decisions in hypothetical



128

situations. As well as helping team members make better
decisions, these team-building activities tend to improve
interpersonal processes.

Is Team Building Effective?
Team-building activities have become more popular as compa-
nies increasingly rely on teams to get the work done.  Some
organizations are even experimenting with offbeat team-
building activities in the hope that these sessions will improve
team dynamics. Are these and more traditional team-building
programs effective? Is the money well spent? So far, the answer
is an equivocal “maybe”. Recent studies suggest that some
team-building activities are successful, but just as many fail to
improve team effectiveness. You have already read about a case
earlier in this lesson.

Team Building Takes New Twists, Turns, and Heights: An excerpt

Joy Strull is afraid of heights. But that didn’t stop the information systems
manager at Latitude Communications from swinging on a trapeze at the
San Francisco School of Circus Arts. With the guidance of a profes-
sional trapeze artist and support from co-workers, Strull held the bar with
her hands and managed to latch her knees around it. Then, as onlookers
chanted “Let your hands go, Joy,” she let go and swung up-side down for
several seconds. When asked why she had -gone up on the trapeze in spite
of her fear, the breathless Strull replied, “Because we’re a team. We’re in
this together.” -

Latitude Communications, a Santa Clara, California, hardware and
software manu-facturer, paid for the afternoon of trapeze swinging and
other circus stunts so that its 75cemployees Would become more effective
team members. Other companies are also trying out offbeat ways to help
build more effective work groups.

Employees at one of AT&T’s Silicon Valley offices were sent to
Corporate Space Camp where they experienced the sensation of walking
on the moon, building a struc-ture in zero gravity, and other rudiments of
astronaut training, The one-day session also included a space shuttle
mission, where participants were responsible for the launch, orbit, and
recovery of a space shuttle.

“The underlying message of Corporate Space Academy is the concept of
team-work, and especially how nonparticipation from even-one team
member could mean failure of the entire mission,” says Laura Udall, an
AT&T spokesperson.

Companies that aren’t ready to send their teams into space or on a high-
flying tra-peze might consider something more earthly. In China,
Coca-Cola executives partici-pated in a team-building program that
included fire walking. After stepping across the 15-foot bed of coals,
managers checked their smoky feet for blisters, then broke into exuberant
smiles. Alex Kam, Coca-Cola China’s human resources manager, says
he wants Coke staff in China to feel part of a team and be ready to take
risks. “This training forces em-ployees to break their fear barriers-to do
something they have never done before,” he says.

Sources: L.Slonaker, “counting on training,” Dallas Morning News,
1998; “AT&T has’the right stuff’ at Corporate Space Academy,”
Business Wire, 1997.: C.Prystay, “Executive Rearmament: Tempering
Asia’s Executive Mettle,” Asian Business, 1996.

Too often, team build-ing is ineffective because i t i s applied
incorrectly . One problem with team building is that it is in-

troduced without any-one looking at the team’s needs. As we
just learned, team-building activities serve various purposes. Yet
many companies make the unfortunate as-sumption that “one
size fits all” in team building. We need to consider the type of
team that will re-ceive the team building. Many work teams
require a great deal of coordination, so interpersonal process
development may be most important. Cross-functional teams,
on the other hand, often exist for a limited time to solve
problems, so problem-solving training may be best for them.
Another problem is that companies tend to v iew  team-
bui lding a ctiv i ties a s medica l inocula tions tha t every team
should receive when the team is formed. Corporate leaders
forget that team building is an ongoing process, not a three-day
jump-start. Some experts suggest, for example, that wilderness
experiences often fail because they rarely include follow-up
consultation to ensure that what team members learn during
these events is transferred back to the work-place. Effective team
development requires members to frequently return to the
developmental issues and learnings. Third, we must remember
that team building occurs on the job, not just in Yellowstone
Park. Organizations should encourage team members to reflect
on their work experiences and to experi-ment with just in time
learning for team development.
Finally, there is the potential problem that team building is too
effective. The a ctiv i ty  may encourage team members to
become more loya l to the team than to the la rger organiza -
tion. Although team dynamics may improve, the high
cohesiveness may result in dysfunctional conflict between the
team and others in the organization. Few team-building efforts
seem to have had this ef-fect, but the risk is always present.

Summary

• Team working is a tricky business; it requires people to pull
together toward, a set of shared goals or values.

• Teams are groups of two or more people who interact and
influence each other, are mutually accountable for achieving
common objectives, and perceive themselves as a social
entity within an organization. All teams are groups because
they consist of people with a unifying relationship, but
some groups do not have the purposive interaction of
teams.

• The tendency for organizations to become flatter as layers
of manage-ment or supervision are stripped out creates the
need for better teamwork.

• A team-based organization relies on self-directed work
teams rather than functional departments as the core work
units. Traditional departments may be teams when
employees are encouraged to interact and co-ordinate work
activities directly with each other. Unlike traditional
departments, however, team-based organi-zations tend to
rely on cross-functional, autonomous teams.

• An organization, which has to adapt quickly to its changing
competitive, economic or social environment, will rely
upon good teamwork so that it can pool resources and
respond fast to the new opportunities or threats.
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• There is always need for an effective team leader, who takes
care of certain functions like task - initiating, information
seeking, diagnosing, opinion seeking, evaluating, decision
making, maintenance - encouraging, compromising, peace-
keeping, clarify-ing, summarizing, standard setting.

• For a better teamworking framework certain issues like
selecting right people to work, setting objectives,
encouraging and assessing people and having proper
communication should be dealt well with.

• The challenge of teamwork enables not only developing
effective cohesive teams, but also maintaining the existing
teams by giving them a fresh impetus for more effective
performance.

• Team acts have been identified as role definition, task
definition, decision-making, communication,
implementation, and renewal.

•  Team processes refer to those self-related issues that the
individual team member faces while performing various
team-building acts initiated by the system.  Four team
processes have been identified: Belongingness, authority,
distribution of resources, and identity.

• An effective team is likely to be one in which the structure,
leadership and methods of operation are relevant to the
requirements of the task.

A Case Analysis: It takes much more to be a team
leader
Arun joins ‘ZAPTO’ chain of casual wear stores as a sales
representative, immediately after the completion of graduation
and a diploma in sales management. The firm was very happy
with his extremely good performance. Arun was awarded the
Star Performer Prize for his continuous display of the highest
sales volume record for 12 consecutive months. The General
Manager of ‘ZAPTO chain of stores Rajkumar was informed
by his Marketing Manager Madhuraj, that Arun was a very
aggressive and dynamic sales representative having a strong
target commitment and orientation.
Within a span of two years, based on his good performance
appraisal, Arun was promoted to the position of Assistant
Marketing Manager. Under his new assignment, Arun had 8
sales representatives reporting to him and also to ensure that
the sales target of his shop was met. Arun took to his new
promoted assignments with the same zeal and enthusiasm.
Arun now set the targets to be met by his team members for
the first month and communicated the same, clearly indicating
that all the team members have to meet the target without fail.
The eight-team members (sales representatives) felt that the
targets set was too ambitious but declined to comment on it
directly. After the meeting, during the informal chat all the team
members discussed the matter amongst them and then
dispersed.
Arun called for a review meeting at the end of a fortnight to
take stock of the situation and was shocked and disappointed
to learn that all the representatives were well behind the target
set for them. Arun could not control his disappointment and

openly and bluntly condemned them for not teaching the
target. He once again reiterated that he expected all his team
members to achieve their targets by the end of the month.
After the meeting, the team members decided to achieve their
targets by the end of the month. After the meeting, the team
members amongst themselves admitted that the found Arun
to be a difficult person with an unapproachable mind set.
However, they also decided to give in their best efforts to
achieve the targets assigned to them. But even with their
sustained efforts they could achieve only 70 per cent of the
target set by Arun, by the end of the month.
At the end of the month, when Arun reviewed the sales
statements of his team, he was disappointed though slightly
happy with the marginal improved efforts of his team.
However, in the meeting instead of praising and encouraging
his team’s efforts, Arun communicated his displeasure and once
again was emphatic and told his team that lack of commitment
from them was stopping them from attaining their target, so
they had to try hard once again. His team did not like this
outburst. And in the next month end briefing, Arun was
greeted with well below the target set. Arun now openly
rebuked his sales representatives team, for their slow perfor-
mance and refused to accept that he had set too high targets for
his team Ultimately, the team members met their Marketing
Manager Madhuraj and conveyed everything to him. Madhuraj
was shocked but promised to talk to Arun.

Questions for Discussion

1. In the above case what are the specific variables affecting the
teams effectiveness and performance?

2. Do you feel Madhuraj should modify team members’ roles
before talking to Arun?

3. Can you suggest ways by which Arun can be made a good
team leader?

More Exercises

1. Team orientation comes from the culture in which we are
brought up. Do you agree or disagree?

2. What is the difference between a group and a team?
3. What is team building?
4. What are the problems, which a team might face during

their progress?
5. How do you think member expectation might affect team

performance?
6. Do you belong to team? Which one? Why do you think

so?
7. How can you make your cricket team always effective?

Discuss. Can you use the same suggestion for the
ministerial cabinet of the parliament? Give reason for your
views and discuss in the class.

8. As a member of a team, do you think conflicts are possible
in a team? If so what is the nature of such conflicts? Is
such conflict bad?

9. As in groups do team have roles? Discuss.
10. Can you measure team effectiveness? How? Why is

required?
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11. What role do teams play in TQM? Search the web for such
cases.

12. Can teams face social loafing and group think phenomena?
Discuss.

13. Interview the members of any team you can approach to
find out about their formation and issues related to team,
for example, how they were selected, their formation,
training and other preparations, effectiveness issues, etc.

Self-assessment Exercise

(Source: S.L.McShane and Mary Ann Von Glinow,
“Organisational Behavior”, Tata McGraw Hill.)

Team roles preferences scale

Purpose
This self-assessment is designed to help you to iden-tify your
preferred roles in meetings and similar team activities.

Instructions

Circle the number that best reflects 
your position regarding each of 

these statements

Does not 
describe me at 

all

Does
not

describe
me very 

well

Describes
me

somewhat

Describ
es me 
well

Describ
es me 
very
well

1. I usually take 
responsibility for getting 
the team to agree on what 
the meeting should 
accomplish

2. I tend to summarize to 
other team members what 
the team has 
accomplished so far.

3. I’m usually the person
who helps other team 
members overcome their 
disagreements

4. I try to ensure that 
everyone gets heard on 
issues

5. I’m usually the person 
who helps the team 
determine how to 
organize the discussion

6. I praise other team 
members for their ideas 
more than do others in 
the meetings

7. People tend to rely on me 
to keep track of what has 
been said in meetings

8. The team typically counts 
on me to prevent debates 
from getting out of hand

9. I tend to say things that 
make the group feel 
optimistic about its 
accomplishments

10. Team members usually 
count on me to give 
everyone a chance to 
speak

11. In most meetings, I am 
less likely than others to 
“put down” the ideas of 
team mates.

12. I actively help team mates 
to resolve their 
differences in meetings

13. I actively encourage quiet 
team members to describe 
their ideas on each issue

14. People tend t rely on me 
to clarify the purpose of 
the meeting

15. I like to be the person 

1

1

1

1

1

1

1

1

1

1

1

1

1

1

2

2

2

2

2

2

2

2

2

2

2

2

2

2

3

3

3

3

3

3

3

3

3

3

3

3

3

3

4

4

4

4

4

4

4

4

4

4

4

4

4

4

5

5

5

5

5

5

5

5

5

5

5

5

5

5

Read each of the statements below and circle the re-sponse that
you believe best reflects your position regarding each statement.
Then use the scoring key to calculate your results [or each team
role. This exercise is completed alone so students assess
themselves honestly without concerns of social comparison.
However, class discussion will focus on the roles that people
assume in team settings. This scale only assesses a few learn
roles.
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Scoring

Write the scored circled for each item on the appropriate line
below (statement numbers are in brackets), and add up each
scale.

Encourager
_________

)11()9()6(
=++

Gatekeeper _________
)13()10()4(

=++

Harmonizer __________
)12()8()3(

=++

Initiator __________
)14()5()1(

=++

Summarizer
___________

)15()7()2(
=++

You will each category is self-explanatory. So to which category
do you belong to.

Training and DevelopmentTraining and Development

Developing Effective Teams 

TeamTeam

“A team- …….is a group whose 
individual efforts result in a performance that is 
greater than their sum of their inputs. This is in 
contrast to a group that can be defined as that 
interacts primarily to share information and to 
make decisions to help each other perform within 
his or her area of responsibility.” –Robbins

3

Key Characteristics Key Characteristics 
of Teamsof Teams

� A common goal and approach

� Mutual accountability

� Trust and collaboration

� Shared leadership

� Synergy

C
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4

How Do Teams Fit How Do Teams Fit 
in Today’s Organizations?in Today’s Organizations?

Occasional Use
of Teams and

Employee Participation

Occasional UseOccasional Use
of Teams andof Teams and

Employee ParticipationEmployee Participation

Team-Based
Organization

Traditional
Organization

High Control
by Management

High Involvement
and Control by Workers

Organizational Structure

Control

C

5

C

CollectivistCollectivist
CulturesCultures

IndividualisticIndividualistic
CulturesCultures

Effect of CultureEffect of Culture
and Diversity on Teamsand Diversity on Teams

6

SimpleSimple
Work TeamsWork Teams

CrossCross--
DepartmentalDepartmental

TeamsTeams

ProcessProcess
TeamsTeams

AdministrativeAdministrative
TeamsTeams

Team Membership FluidityTeam Membership Fluidity

Ta
sk

 C
om

pl
ex

ity
Ta

sk
 C

om
pl

ex
ity

LowLow HighHigh

H
ig

h
H

ig
h

Lo
w

Lo
w

Types of Workplace Teams

C

Developing team workingDeveloping team working

� Stage 1: Initial preparation
� Stage 2: Project planning
� Stage 3: Develop Plans
� Stage 4: Communication
� Stage 5: Training
� Stage 6: Developing pilot teams
� Stage 7: Seeking results
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Team RolesTeam Roles

1. Chairpersons
2. Shapers
3. Company workers 
4. Plants
5. Resource investigators 
6. Monitor-evaluators
7. Team workers 
8. Completer-finishers

Team BuildingTeam Building

“Team building is any formal 
activity intended to improve
the development and
functioning of a work team.”

Issues in team BuildingIssues in team Building

� Team processes
� team development
� team effectiveness
� team roles
� approach to achieving good teamwork
� Team working in action
� Introducing team working
� Teambuilding and interactive skills training.

Types of Team BuildingTypes of Team Building

� role definition, 
� interpersonal processes, 
� goal setting, and 
� problem solving
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Is Team Building Effective?Is Team Building Effective?

� it is applied incorrectly.
� companies tend to view team-building

activities as medical inoculations that 
every team should receive when the team is 
formed.

� The activity may encourage team members 
to become more loyal to the team than to 
the larger organization.

1

Turning Groups Turning Groups 
Into TeamsInto Teams

C

� Building cohesion
� Building maturity
� Building composition
� Handling diversity
� Developing trust

Building Effective TeamsBuilding Effective Teams

C

7

8

� Setting clear goals 
� Selecting team members
� Providing leadership
� Providing training
� Rewarding the team

Building Effective TeamsBuilding Effective Teams

C
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9

Adjusting Structure Adjusting Structure 
to Support Teamworkto Support Teamwork

� Formalization

� Specialization

� Standardization

� Hierarchy

� Centralization

� Differentiation

� Integration

C

10

TeamTeam--BasedBased
Organizational ChartOrganizational Chart

Team ATeam A
CoreCore

ConsultantsConsultants
PartPart--TimeTime

ManagementManagement
TeamTeam

Team BTeam B

Team DTeam D Team ETeam E

Team CTeam C
CoreCore

ConsultantsConsultants
PartPart --TimeTime

C

11

Strategy and 
Competition

Strategy and Strategy and 
CompetitionCompetition

Other Factors That
Affect Teams

Other Factors ThatOther Factors That
Affect TeamsAffect Teams

Information
Technology
InformationInformation
TechnologyTechnology

C
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Contents:  Team Building Exercise

UNIT 2
DEVELOPING PEOPLE

CHAPTER 4:
TRAINING AND DEVELOPMENTLESSON 18:

 A TUTORIAL ON TEAMS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson
By the end of this Lesson, you should be able to:

� Understand the meaning of team roles, acts, 
processes, etc.

� Developing team working in organizations 
and;

� Team working: the Indian perspective.
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LESSON 18:
 A TUTORIAL ON TEAMS

Dear student we have come to the end of the unit two. And I
am quite sure you must have achieved ample understanding of
managing people. But one must from time to time, evaluate
one’s progress for more effectiveness. This lesson will help in
such an endeavor. In the last lesson we had discussed team and
developing groups into teams. But you all know better!! It is
easier said than done. Let us do some exercises in the class to
further understand team processes.

Team Exercise 1

Team-trust exercise

Purpose
This exercise is designed to help you understand the role of
interpersonal trust in the development and mainte-nance of
effective teams.

Instructions
Students are divided into teams of approximately 10 people.
Each team receives 15 objects from the instruc-tor. The same 15
objects are arranged in a specific way on a table at the front of
the room (or elsewhere, as-des-ignated by the instructor). The
table is behind a screened area so that partici-pants cannot see
the arrangements from their work areas.
The goal of each team is to duplicate the exact arrangement (e.g.,
location. overlap, spacing) of the ob-jects on the table, using its
own matching set of objects. within 20 minutes (or other time
limit given by the instructor). Participants are allowed one 30-
second op-portunity at the beginning of the exercise to view the
screened table. They may not write, draw, or talk while viewing
the screened table.
Each team will have up to two saboteurs. These are people who
have been  selected by the instructor (either before the exercise or
through notes distributed to all participants). Saboteurs will use
any reasonable method to prevent the team from producing an
accurate configuration of objects in their work area (e.g., giving
inaccurate information to the group). They are forbidden from
revealing their identities.
At the end of the time limit, the instructor will evaluate each
team’s configuration and decide which one is the most accurate.
The class members will then evaluate their experience in the
exercise in terms of team development and other aspects of
team dynamics.
Source: based on ideas discussed in G.Thompson and P.Pearce,
“The Team-Trust Game”, Training and development, 1992.

Team Exercise 2

Wrapping presents: A team exercise

Purpose
This exercise is designed to help students understand the
importance of team development and to experience team
development stages.

Instructions
Form teams with four students on each team. Several students
should be assigned as judges to evaluate the results produced
by each team. Observers time the performance of each team and
record the team’s results for each of the three task activities
described below.
Each team should receive one pair of scissors, one roll or
dispenser of tape, one bow (optional), and wrapping paper:
(Newspaper or plain paper may substitute, but they aren’t as
pretty). Each team also receives a midsize box, such as the boxes
department stores provide when giving clothing as a gift.
Each team’s objectives is to wrap the box as quickly and
professionally as possible. However, all team members will have
their hands tied behind their backs throughout this exercise.
The box will be wrapped three times with the following
conditions:

First Task
With hands tied behind their backs, team members wrap the
present using only the materials provided. They are allowed to
talk throughout this task. Judges record the completion time
when they (the judges) are satisfied with the wrapping quality.
The team then removes and discards the wrapping paper and
other materials from the box.

Second Task
With hands tied behind their backs and no talking allowed,
team members wrap the present using only the materials
provided. Team members must use new materials (i.e., they are
not allowed to reuse wrapping paper from the first task).
Judges record the completion time when they (the judges) are
satisfied with the wrapping quality. The team then removes and
discards the wrapping paper and other materials from the box.

Third Task
This is identical to the second task. Team members have hands
tied and are not allowed to talk. Judges record the completion
time when they (the judges) are satisfied with the wrapping
quality.
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Contents:  Introduction to Motivation,
                  Individual differences and motivation,

                  Simple Model of Motivation,

                  Theories of motivation,
                  Further Reading

                  Exercises.

UNIT  3
MOTIVATING PEOPLE

LESSON 19:
MOTIVATING PEOPLE- AN

INTRODUCTION

MS 22B - Eddie Corbin, Lecturer 2

Learning Objectives in this LessonLearning Objectives in this Lesson

By the end of this Lesson, you should be able to:
� Understand the concept and nature of 

Motivation.
� Identify and differentiate between the various 

theories of motivation.
� Summarize the key factors which increase 

performance.
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LESSON 19:
MOTIVATING PEOPLE- AN INTRODUCTION

Dear students, now we will deal with a very interesting topic i.e.
Motivation.  Its something which we have and will experience
all our life.  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!!
Motivation is one of the constructs psychologists have
propounded in their quest for understanding the individual.
The word is derived from the Latin verb movere, which means
“to move”. That which moves a person to act or behave is what
motivates a person. The inner drive, the urge or the desire of
the person to do something is called motivation. If we can
identify what motivates a person to behave, psychologists say,
we can understand the person.

Definitions

Motiv a tion is ‘a decision-making process through which the individual
chooses the desired outcomes and sets in motion the behaviour appropriate
to acquiring them’. (Buchanan and Huczynski).

Motives: ‘learned influences on human behaviour that lead us to pursue
particular goals because they are socially valued’. (Buchanan and
Huczynski).

Meaning of motivation
In practice the words motives and motivation are commonly
used in different contexts to mean the following.

(a) Goals or outcomes that have become desirable for a
particular individual. We say that money, power or
friendship is motive for doing something.

(b)The mental process of choosing desired outcomes,
deciding how to go about them (and whether the
likelihood of success warrants the amount of effort that
will be necessary) and setting in motion the required
behaviors.

(c) The social process by which other people motivate us
to behave in the ways they wish. Motivation in this sense
usually applies to the attempts of organisations to get
workers to put in more effort.

Many theories try to explain motivation and why and how
people can be motivated. One classification is between content
and process theories. We will discuss these in detail a little later.
The root of all motivation seems to be needs: The individual
has needs, which orient and energize the person to engage in
behaviour that will satisfy the needs. That is to say, human
beings behave to satisfy their needs. Attempts to explain this
view of behaviour have given rise to various theories of
motivation.

Individual Differences and Motivation?
Since motivation influences productivity, supervisors need to
understand what motivates employees to reach peak perfor-
mance. You will find that it is not an easy task to increase
employee motivation because employees respond in different
ways to their jobs and their organization’s practices. Motivation
is the set of processes that moves a person toward a goal. Thus,
motivated behaviors are voluntary choices controlled by the
individual employee. The supervisor (motivator) wants to
influence the factors that motivate employees to higher levels of
productivity.
Factors that affect work motivation include individual differ-
ences, job characteristics, and organizational practices. Individual
differences are the personal needs, values, and attitudes,
interests and abilities that people bring to their jobs. Job
characteristics are the aspects of the position that determine its
limitations and challenges. Organizational practices are the rules,
human resources policies, managerial practices, and rewards
systems of an organization. Supervisors must consider how
these factors interact to affect employee job performance.

Simple Model of Motivation
The purpose of behavior is to satisfy needs. A need is anything
that is required, desired, or useful. A want is a conscious
recognition of a need. A need arises when there is a difference in
self-concept (the way I see myself) and perception (the way I see
the world around me). The presence of an active need is
expressed as an inner state of tension from which the indi-
vidual seeks relief.
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Here we shall take a cursory look at some of the theories before
we stop in class to discuss the topic in detail.

Point to Ponder:

Can an individual be too motivated, so that his or her performance
declines as a result of excessive effort? Discuss.

Theories of Motivation
Many methods of employee motivation have been developed.
The study of work motivation has focused on the motivator
(supervisor) as well as the motivated (employee). Motivation
theories are important to supervisors attempting to be effective
leaders. Two primary approaches to motivation are content and
process.

A. Content Approach
The content approach to motivation focuses on the assump-
tion that individuals are motivated by the desire to fulfill inner
needs. Content theories focus on the needs that motivate
people.

1. Maslow’s Hierarchy of Needs :
It identifies five levels of needs, which are best seen as a
hierarchy with the most basic need emerging first and the most
sophisticated need last. People move up the hierarchy one level
at a time. Gratified needs lose their strength and the next level
of needs is activated. As basic or lower-level needs are satisfied,
higher-level needs become operative. A satisfied need is not a
motivator. The most powerful employee need is the one that
has not been satisfied. Abraham Maslow first presented the
five-tier hierarchy in 1942 to a psychoanalytic society and
published it in 1954 in Motivation and Personality (New York:
Harper and Row).
Level I - Physiological needs are the most basic human
needs. They include food, water, and comfort. The organization
helps to satisfy employees’ physiological needs by a paycheck.
Level II - Safety needs are the desires for security and stability,
to feel safe from harm. The organization helps to satisfy
employees’ safety needs by benefits
Level III - Social needs are the desires for affiliation. They
include friendship and belonging. The organization helps to
satisfy employees’ social needs through sports teams, parties,
and celebrations. The supervisor can help fulfill social needs by
showing direct care and concern for employees.
Level IV - Esteem needs are the desires for self-respect and
respect or recognition from others. The organization helps to
satisfy employees’ esteem needs by matching the skills and
abilities of the employee to the job. The supervisor can help
fulfill esteem needs by showing workers that their work is
appreciated.

Level V - Self-actualization needs are the desires for self-
fulfillment and the realization of the individual’s full potential.
The supervisor can help fulfill self-actualization needs by
assigning tasks that challenge employees’ minds while drawing
on their aptitude and training.

Activity (10 minut es)

Decide which of Maslow's categories the following fit into.
(a)Receiving praise from your manager (e) A pay increase
(b)A family party (f)Joining a local drama group
(c)An artist forgetting to eat (g) Being awarded the OBE
(d)A man washed up on a desert island (h) Buying a house

Problems with Maslow’s hierarchy

(a) An individual’s behaviour may be in response to several
needs. Work, after all, can either satisfy or thwart the
satisfaction of a number of needs.

(b)The same need may cause different behaviour  in different
individuals.

(c) It ignores the concept of deferred gratification by which
people are prepared to ignore current suffering for the
promise of future benefits.

(d)Empirical verification is hard to come by.  In particular
tests revealed it had a bias towards US and UK cultures.

2.Alderfer’s ERG:
It identified three categories of needs. The most important
contribution of the ERG model is the addition of the
frustration-regression hypothesis, which holds that when
individuals are frustrated in meeting higher level needs, the next
lower level needs reemerge.
Existence needs are the desires for material and physical well
being. These needs are satisfied with food, water, air, shelter,
working conditions, pay, and fringe benefits.
Relatedness needs are the desires to establish and maintain
interpersonal relationships. These needs are satisfied with
relationships with family, friends, supervisors, subordinates,
and co-workers.
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Growth needs are the desires to be creative, to make useful and
productive contributions and to have opportunities for
personal development.

1. McClelland’s Learned Needs:
It divides motivation into needs for power, affiliation, and
achievement.
Achievement motivated people thrive on pursuing and
attaining goals. They like to be able to control the situations in
which they are involved. They take moderate risks. They like to
get immediate feedback on how they have done. They tend to
be preoccupied with a task-orientation towards the job to be
done.
Power motivated individuals see almost every situation as an
opportunity to seize control or dominate others. They love to
influence others. They like to change situations whether or not
it is needed. They are willing to assert themselves when a
decision needs to be made.
Affiliation motivated people are usually friendly and like to
socialize with others. This may distract them from their
performance requirements. They will usually respond to an
appeal for cooperation.

2. Herzberg’s Two-Factor Theory:
The theory describes needs in terms of satisfaction and
dissatisfaction. Frederick Herzberg examined motivation in the
light of job content and contest. (See Work an the Nature of
Man, Crowell Publications, 1966.) Motivating employees is a
two-step process. First provide hygienes and then motivators.
One continuum ranges from no satisfaction to satisfaction. The
other continuum ranges from dissatisfaction to no dissatisfac-
tion.
Satisfaction comes from motivators that are intrinsic or job
content, such as achievement, recognition, advancement,
responsibility, the work itself, and growth possibilities.
Herzberg uses the term motivators for job satisfiers since they
involve job content and the satisfaction that results from them.
Motivators are considered job turn-ons. They are necessary for
substantial improvements in work performance and move the
employee beyond satisfaction to superior performance.
Motivators correspond to Maslow’s higher-level needs of
esteem and self-actualization.
Dissatisfaction occurs when the following hygiene factors,
extrinsic or job context, are not present on the job: pay, status,
job security, working conditions, company policy, peer relations,
and supervision. Herzberg uses the term hygiene for these
factors because they are preventive in nature. They will not
produce motivation, but they can prevent motivation from
occurring. Hygiene factors can be considered job stay-ons
because they encourage an employee to stay on a job. Once these
factors are provided, they do not necessarily promote motiva-
tion; but their absence can create employee dissatisfaction.
Hygiene factors correspond to Maslow’s physiological, safety,
and social needs in that they are extrinsic, or peripheral, to the
job. They are present in the work environment of job context.
Motivation comes from the employee’s feelings of accomplish-
ment or job content rather than from the environmental factors
or job context. Motivators encourage an employee to strive to

do his or her best. Job enrichment can be used to meet higher-
level needs. To enrich a job, a supervisor can introduce new or
more difficult tasks, assign individuals specialized tasks that
enable them to become experts, or grant additional authority to
employees.

Point to Ponder .

Source: Stephens Robbins, Organizational Behavior.

Analyze the application of Maslow’s and Herzberg’s theories to an
African nation or to that matter India where more than half the
population in unemployed.
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B. Process theories
The process approach emphasizes how and why people
choose certain behaviors in order to meet their personal goals.
Process theories focus on external influences or behaviors that
people choose to meet their needs. External influences are often
readily accessible to supervisors.
1.Vroom’s Expectancy Model  suggests that people choose
among alternative behaviors because they anticipate that
particular behaviors will lead to one or more desired outcomes
and that other behaviors will lead to undesirable outcomes.
Victor H Vroom in his 1964 book Work and Motivation presents
a theory, which appears more comprehensive than other
theories and is applicable to employees at work as well as
humans in general.
Briefly, the expectancy theory states that motivation to behave or
perform depends on three variables: Expectancy, Instrumental-
ity, and Valence. Thus, Expectancy is the belief that effort will
lead to first-order outcomes, any work-related behavior that is
the direct result of the effort an employee expends on a job.
Expectancy refers to the linkage between effort and performance;
it represents the strength of one’s belief that such-and-such
effort will result in such-and-such performance outcome.
Instrumentality refers to the linkage between performance and
reward; that is, the strength of one’s belief that certain kind and
level of performance will lead to a particular reward.
Valence refers to the attractiveness or utility of the reward to the
individual.

Expectancy x Valence = Force of motivation.
This theory states that a person will expend the required effort,
i.e., he will be motivated to perform, if he believes that his
effort will result in the desired performance, which will get him
a reward that is important to him.

E x p e c t a n c y  T h e o r y

I n v o l v e s  3  c o g n i t i o n s / p e r c e p t i o n s :

1 .   E x p e c t a n c y  - t h e  p e r c e i v e d  p r o b a b i l i t y  t h a t  e f f o r t  w i l l
l e a d  t o  t a s k  p e r f o r m a n c e .   E  l i n k

2 .   I n s t r u m e n t a l i t y  - t h e  p e r c e i v e d  p r o b a b i l i t y  t h a t
p e r f o r m a n c e  w i l l  l e a d  t o  r e w a r d s .   I  l i n k

3 .   V a l e n c e  - t h e  a n t i c i p a t e d  v a l u e  o f  a  p a r t i c u l a r
o u t c o m e  t o  a n  i n d i v i d u a l .

E f f o r t                              P e r f o r m a n c e R e w a r d s  o r
O u t c o m e s

E  l i n k I  l i n k

CASE EXAMPLE
Expectancy theory in action
This example illustrates the complexity of expectancy theory
when applied to, say, the case of an insurance company sales
representative who is male and in his 50s. For a given level of
effort (E), he may perceive the possible outcomes as follows.
(a) A 75% chance of selling 17 policies in a week
(b)a 15% chance of selling 13 policies in a week
(c) A 10% chance of selling 30 policies in a week

There is 100% probability that this given level of effort (E) will
produce the following
(a) Exhaustion
(b)Sarcastic comments from his colleagues
(c) Aggravation to his sciatica
If he succeeds in selling 17 policies a week, the perceived
outcomes will be as follows.
(a) Praise from his manager
(b)Accusations from colleagues about setting impossibly high

standards
(c) Sufficient earnings (from commission) to buy a present for

his wife
If he only Sells 13 policies in the week, the perceived outcomes
will be as follows.
a) Criticism from his manager
(b)Tacit approval from colleagues
(c) A poor level of commission on earnings and income,

leading to disapproval from his wife.
Selling 20 policies in a week will generate these perceived
outcomes:
(a) Loud praise from his manager
(b)Extreme hostility from his colleagues
(c) Family expectations that income on this level will be

sustained
The sales representative must assign a probability to each of
these outcomes, e.g. a 75% probability that selling 17 policies
will produce accusations from colleagues, and a 60% probability
that selling 17 policies will produce praise from his manager.
Finally, the sales representative must attach a valence to each of
the expected outcomes. Earning enough money to buy a
present for his wife may have high valence for him; attracting
the disapproval of colleagues may have low valance.

It can be seen from this (much simplified) example that trying
to predict which choice will be made, in any given situation,
becomes impossibly arduous.
2. Equity is the perception of fairness involved in rewards
given. A fair or equitable situation is one in which people with
similar inputs experience similar outcomes. Employees will
compare their rewards with the rewards received by others for
their efforts. If employees perceive that an inequity exists, they
are likely to withhold some of their contributions, either
consciously or unconsciously, to bring a situation into better
balance.
For example, if someone thinks he or she is not getting
enough pay (output) for his or her work (input), he or she will
try to get that pay increased or reduce the amount of work he or
she is doing. On the other hand, when a worker thinks he or
she is being paid too much for the work he or she is doing, he
or she tends to increase the amount of work. Not only do
workers compare their own inputs and outputs; they compare
their input/output ratio with the input/output ratio of other
workers. If one work team believes they are doing more work
than a similar team for the same pay, their sense of fairness will



143

be violated and they will tend to reduce the amount of work
they are doing. It is a normal human inclination to want things
to be fair.
Bowditch and Buono note (see Bowditch, James L. and
Anthony F. Buono, A Primer on Organizational Behavior, 4th,
John Wiley & Sons, 1997) that while equity theory was originally
concerned with differences in pay, it may be applied to other
forms of tangible and intangible rewards in the workplace. That
is, if any input is not balanced with some fair output, the
motivation process will be difficult. Supervisors must manage
the perception of fairness in the mind of each employee. If
subordinates think they are not being treated fairly, it is difficult
to motivate them.

1. Reinforcement Theory:
This theory is basically follows learning principles, especially
operant conditioning. This theory propounds that we learn
from our experiences. And it is Us who actively operates on the
rewards to deserve them. Reinforcement is based primarily on
the work of B.F. Skinner, a psychologist, who experimented
with the theories of operant conditioning. Skinner’s work
shows that many behaviors can be controlled through the use
of rewards. In fact, a person might be influenced to change his
or her behavior by giving him or her rewards.

Reinforcement involves four types of consequence.
• Positive reinforcement
• Negative reinforcement
• Punishment
• Extinction
Positive reinforcement creates a pleasant consequence by using
rewards to increase the likelihood that a behavior will be
repeated. Negative reinforcement occurs when a person engages in
behavior to avoid unpleasant consequences or to escape from
existing unpleasant consequences. Punishment is an attempt to
discourage a target behavior by the application of negative
outcomes whenever it is possible. Extinction is the absence of
any reinforcement, either positive or negative, following the
occurrence of a target behavior.

All these consequences make us behave the way we do. We are
not passive creatures. We think, evaluate the pros and cons
before we opt for behave or not to behave in a certain way.
In an organisation too, employees have questions about their
jobs. Can I do what management is asking me to do? If I do
the job, will I be rewarded? Will the reward I receive be satisfac-
tory to me?
Employees who do an exceptionally good job on a particular
project should be rewarded for that performance. It will
motivate them to try to do an exceptional job on their next
project. Employees must associate the reward with the behav-
ior. In other words, the employee must know for what
specifically he or she is being rewarded! The reward should come
as quickly as possible after the behavior. The reward can be
almost anything, but it must be something desired by the
employee. Some of the most powerful rewards are symbolic;
things that cost very little but mean a lot to the people who get
them. Examples of symbolic rewards are things like plaques or
certificates.

2.Goal Setting: This approach was initiated by Edwin Locke.
He propounded that people strive to attain goals in order to
satisfy their emotions and desires. Goals give them a direction
and purpose in their day-to-day life and guide their actions.
Goals provide meaning in life and help people to maintain a
balance among the varied ‘strum and drung’ in their daily routine.
People respond and perform according to these intentions, even
eventually they might not be able to attain these goals.
Consequences, feedback or reinforcement are the result of these
responses (remember learning theory?). You might have
observed, for example, in your curricula related activities, you are
more successful if your efforts have a direction. You can finish
your course revision if you make a timetable. This small exercise
is in real sense setting time bound goals.
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Values and 
value

judgments

Emotions
and desires

Intentions or 
goals

Responses,
actions, or 

performance

Consequences,
feedback or 

reinforcement

Goal setting in action:
For learning and motivation to be effective, it is essential that
people know exactly what their objectives are. This enables them
to do the following.
• Plan and direct their effort towards the objectives
• Monitor their performance against objectives and adjust (or

learn) if required
• Experience the reward of achievement once the objectives

have been reached

Types of objectives for individuals and teams
Individual objectives must be directed towards, or ‘dovetailed’
with organisational goals. Each managerial job must be focused
on the success of the business as a whole, not just one part of
it, so that the results can be measured in terms of his or her
contribution. People must know what their targets of perfor-
mance are.
Work objectives - at team level, they relate to the purpose of
the team and the contribution it is expected to make to the
goals of the department and the organisation. At individual
level, they are related specifically to the job. They clarify what the
individual is expected to do and they enable the performance of
the individual to be measured.
Standing aims and objectives include qualitative aims - issues
such as promptness and courtesy when dealing with customer
requests - and quantified targets, eg for a sales team would be to
ensure that all phone calls are picked up within three rings.
Output or improvement targets have most of the features of
S.MART objectives. A sales person may be given a target of
increasing the number of sales made in a particular district in a
certain time. Many organisations have targets that involve the
number of defects in goods produced, or seek to find ways of
working more efficiently.
Development goals deal with how an individual can improve
his or her own performance and skills. These goals are set at the
appraisal interview and are part of the performance measure-
ment system.

Management by objectives (MBO)
Integrating the organisation’s and the individual’s objectives is
not always easy. The hierarchy of objectives illustrated below
shows a cascade of objectives from the organisation to the
individual.

STRATEGIC PLANS - (Longer term)

- (Shorter term, for product 
market

TACTICAL PLANS development, resource
development,

operations and organisation)

UNIT OR DEPARTMENTAL PLANS

INDIVIDUAL MANAGERS' OBJECTIVES

Basically the MBO approach involves the systematic setting of
targets and checking of progress for each management position.

The first stage sets the unit objectives required for all depart-
ments (steps 1-4 below).

Step 1. They must be set first of all in terms of primary
targets, eg relating to achievement of production schedules
and delivery dates, the quality of output or efficiency in the
use of resources (labour, productivity, material usage or
services).

Step 2. For each of these primary targets, secondary targets (or
sub targets) will be set.

Step 3. Is the identification of the individual managers within
the unit who are in a position to influence the achievement
of each of them.

Step 4. Top management will then make a unit improvement
plan for each unit of the business, setting out specifically
the objectives for improvement, the performance standards
and the time scale.

The second stage is to agree and define the key result areas
(known as KRAs). These are those areas where an individual’s
failure to perform would damage an important company
objective. The key results of an information systems manager
might be as given below.

ITEM KEY RESULT
Service to users To ensure that users get regular software upgrades, with 

appropriate help lines and training

Use of resources
And efficiency
level

The time when users cannot access the network must not 
exceed 5%

Costs The cost per operating hour must not exceed £60
Quality Queries from users must be responded to within ten 

minutes

The next step is to define one or two improvement objectives
for each key result area, eg to improve the defective product
rate to one per ten thousand manufactured, within four months.

Review periods will be planned where manager and
subordinates can discuss progress at regular intervals. At the
final review period, results will be compared to objectives and
a factual, constructive discussion will attempt to find the
reasons for shortfalls.
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Further Reading
Motivational Fit- few excerpts
There is substantial evidence emphasizing ‘motivational fit’ as a
key determinant of employee performance. A better match
between the motivational traits of the individual and the
demands of the job is reported to lead to higher levels of
motivation, which in turn results in raised levels of performance
and retention.
Traditional assessment techniques used in employee selection
tend to focus on knowledge, skills and abilities as well as ‘need
for achievement’, with limited attention paid to the evaluation
of job-specific motivation. Individual motivational profiles are
key to employee performance; until recently research into
employee motivation has focused on organisational factors such
as the way people are managed and rewarded. However, there is
now substantial evidence indicating that individual differences in
motivational dispositions are a key determinant of employee
performance (e.g. Kanfer & Heggestad, 1997).‘Motivational fit’
increases employee performance: A number of studies have
reported that the greater the fit or match between the motiva-
tional profile of the individual and the job and organisational
context, the greater the satisfaction and commitment (e.g.
Vancouver & Schmitt, 1991), performance and retention (e.g.
Villanova et al, 1994).
There is a limited range of approaches to assessing
‘motivational fit’: The assessment of motivation is fraught
with difficulty:
There is a paucity of techniques for objectively assessing
peoples’ motivational traits (Klein, 1998). The evaluation of
motivation is problematic for a number of reasons: To an even
greater extent than ability, motivation is not directly observable
and measurable. Accurate assessment is highly reliant upon the
competence of the assessor to interpret individuals’ behaviour
as evidence of underlying motivational dispositions. Inevitably,
such interpretation is open to subjectivity and bias.
The assessment of motivation is highly susceptible to the
influences of social desirability and faking, particularly in a
selection context. Therefore, many of the self-report question-
naires designed to assess broad motivational traits are suitable
only for career guidance and employee development. In
addition, the dimensions measured by these instruments are
often too broad (i.e. they encompass too many elements) to
assess whether an individual will be motivated by the tasks and
environment of a
specific job.
Historically there has been a focus on achievement orientation:
In the realms of the assessment of individuals’ motivation, the
greatest attention has been paid to the assessment of ‘need for
achievement’ or similar constructs (e.g. Murray, 1938; McClelland
et al, 1953). There are a number of measures available for the
assessment of ‘need for achievement’, and studies have shown
links between these measures and career attainment (e.g.
Spangler, 1992). Achievement orientation is not enough: Merely
measuring ‘need for achievement’ does not allow a close match
between the specific nature of the job and the individual
differences in the motivational profile of the individual to be
made. Furthermore, there is evidence indicating that for many

roles, high levels of achievement orientation can lead to rapid
dissatisfaction. For example, our own research into call center
telephone advisors indicated that in an environment where
performance is defined in terms of behavioural consistency and
rule-conformity, individuals with high levels of drive rapidly
become demotivated due to the lack of variety of job chal-
lenges.

Key points from past research
In summary, the key findings from the research to date are:
This has prompted our search for different methods by which
to assess job-specific motivational traits in a way which maxi-
mizes objectivity and minimizes susceptibility to social
desirability biases.
We have developed and deployed a series of approaches to the
assessment of ‘motivational fit’ as part of multi-exercise
selection processes. These are described below together with a
review of the performance of the approach from a practitioners’
perspective.
‘Motivational fit’ is a critical area in the assessment of employee
suitability. Identifying the specific profile of
motivational traits associated with a role is critical to achieving
‘motivational fit’. There is a lack of techniques for objectively
measuring job-specific motivation. Differences in roles and
organisations necessitate different assessment methodologies.

Exercises:

1) Does motivation come from within a person or it is the
result of a situation?

2) What are the implications of theory X and Theory Y for
motivation practices?

3) Compare and contrast Maslow’s hierarchy of needs theory
with

- Alderfer’s ERG theory
- Herzberg’s two-factor theory
4) Discuss if these motivation theories can be applied across

different cultures.

Case study-

What drives employees at Microsoft?
The reality of software development in a huge company like
Microsoft-it employs more than 48,000 people-is that a
substantial of your work involves days of boredom punctuated
by hours of tedium.  You basically spend your time in an
isolated office writing code and sitting in meetings during which
you participate in looking for and evaluating hundreds of bugs
and potential bugs.  Yet Microsoft has no problems in finding
and retaining software programmers.  Their programmers work
horrendously long hours and obsess on the goal of shipping
product.
From the day new employees begin work at Microsoft, they
know they are special and their employer is special.  New hires
have one thing in common-they are smart.  The company
prides itself in putting all recruits through a grueling “interview
loop,” during which they confront a barrage of brainteasers by
their future colleagues to see how well they think.  Only the best



and the brightest survive to become employees.  The company
does this because Microsofties truly believe that their company
is special.  For instance, it has a high tolerance for nonconfor-
mity.
Would you believe that one software tester comes to work
dressed in extravagant Victorian outfits?  But the underlying
theme that unites many Microsofties is the belief that the firm
has a manifest destiny to change the world.  The least conse-
quential decision by a programmer can have an outsized
importance when it can affect a new release that might be used
by 50 million people.
Microsofties are famous for putting in long hours.   One
program manager said that, “ In my first five years, I was the
Microsoft stereotype.  I lived on Caffeine and vending machine
hamburgers and free beer and 20-hour workdays… I had no
life…. I considered everything outside the building as a
necessary evil.” More recently things have changed.  There are
still a number of people who put in 80-hour weeks but 60 and
70-hour weeks are more typical and some are even doing their
jobs in only 40 hours.
No discussion of employee life at Microsoft would be complete
without mentioning the company’s lucrative stock option plan.
Microsoft created more millionaire employees, faster, than any
company in American history- more than 10,000 by the late
1990s.  While the company is more than a place to get rich,
executives still realize that money matters.
Former manager claims that the human resources’ department
actually keeps a running chart of employee satisfaction versus
the company’s stock price.  “When the stock was up, human
resources would turn off the ventilation and everybody would
say they were happy.  When the stock was down, we could give
people massages and they would tell us that the massages were
too hard.” In the go-go 1990s, when Microsoft’s stock was
doubling every few months and yearly stock splits were
predictable, employees not only got to participate in Microsoft’s
manifest destiny, they could get rich in the process.  By the
spring of 2002, with the world in recession, stock prices down,
the growth for Microsoft products slowing, it wasn’t so clear
what was driving its employees to continue the company’s
dominance of the software industry.

Questions

1. If you were a programmer, would you want to work at
Microsoft? Why or why not?

2. How many activities in this case can you tie into specific
motivation theories? List the activities, the motivation
theories, and how they apply.

3. As Microsoft continues to get larger and its growth rate
flattens, do you think management will have to modify any
of its motivation practices?

Source: Stephen P. Robbins, Organizational Behavior

Self-assessment Exercise:

Each class number begins by completing the following
questionnaire:

Rate the following 12 job factors according to how important
each is to you. Place a number on a scale of 1 to 5 on the line
before each factor.

Very
important

Somewhat important Not
impor
tant

5 4 3 2 1
---------------
---------------
---------------
---------------
---------------
---------------
---------------
---------------
---------------
---------------
---------------
---------------

o An interesting job
o A good boss
o Recognition and appreciation for the work I do
o The opportunity for advancement
o A satisfying personal life
o A prestigious or status job
o Job responsibility
o Good working conditions
o Sensible company rules, regulations, procedures, and policies
o The opportunity to grow through learning new things
o A job I can do well and succeed at
o  Job security

This questionnaire taps the dimensions in Herzberg’s two-
factor theory. To determine if hygiene or motivating factors are
important to you, place the numbers 1-5 that represent your
answers below.

Hygiene factors score
  2. _________
  5. _________
  6. _________
  8. _________
  9. _________
12. _________

Total points     _________

Motivational factors score
o __________
1) __________
2) __________
1. __________
1. __________
2. __________

Total points      __________

Add up each column. Did you select hygiene or motivating
factors as being most important to you?
Now break into groups of five or six and compare your
questionnaire results. (a) How similar are you scores? (b) How
close did you group’s result come to those found by Herzberg?
(c) What motivational implications did your group arrive at
based on your analysis?
Source: This exercise is based on R.N. Lussier, Human Relations
in Organizations: A Skill Building Approach, 2nd ed.
Homewood, IL: Irwin, 1993.
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By the end of this Lesson, you should be able to:
� Understand the application of Motivation.
� Identify and differentiate between the various 

applications of motivation.
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LESSON 20:
APPLICATION OF MOTIVATION IN ORGANISATIONS

Dear students, this is a tutorial.  In this lesson we will learn to
extrapolate the theories of motivation into practice. You are
already well versed with the theories from the earlier lesson. I
am putting forward only few issues for you to take the heed.
Rest I expect that you will research and discuss yourself.
Remember Operant Reinforcement?  To learn things well and to
retain them one has to actively participate in the learning
process!!! The more the efforts, the more rewarding the learning
experience. So!!! Go ahead, and search!
Ample cues have already been given to you in the previous
lesson and here too!! So remember to be ready with all the
applications before the class.

Motivation and performance
Motivation, from the manager’s view, is the controlling of the
work environment and the offering of rewards in such a way as
to encourage extra performance from employees.
You may be wondering whether motivation is really so
important. It could be argued that if a person is employed to
do a job, he will do that job and no question of motivation
arises. If the person doesn’t want to do the work, he can resign.
So why try to motivate people? .
(a) Motivation is about getting extra levels of commitment

and performance from employees, over and above mere
compliance with rules and procedures. If individuals can be
motivated, by one means or another, might work more
efficiently (and productivity will rise) or they will produce a
better quality of work.

(b) The case for job satisfaction as a factor in improved
performance is not proven.

(c) The key is to work ‘smarter’.
Motivation can be a negative process (appealing to an
individual’s need to avoid unpleasantness, pain, fear etc) as
well as a positive one (appealing to the individual’s need to
attain certain goals).

(a) Negative motivation is wielding the big stick: threatening
dismissal or demotion, reprimand etc - it is negative
reinforcement.

(b) Positive motivation is dangling the carrot, and may be
achieved by:

(i) The offer of extrinsic rewards, such as pay incentives,
promotion, better working conditions etc

(ii) Internal or psychological satisfaction for the individual
(‘virtue is its own reward’), a sense of achievement, a
sense of responsibility and value etc.

REWARDS AND INCENTIVES

Definitions

A rew a rd is a token (monetary or otherwise) given to an individual or
team in recognition of some contribution or success.

An incentiv e is the offer or promise of a reward for contribution or
success, designed to motivate the individual or team to behave in such a
way as to earn it. (In other words, the ‘carrot’ dangled in front of the
donkey!)

Not all the incentives that an organization can offer its employ-
ees are directly related to monetary rewards. The satisfaction of
any of the employee’s wants or needs maybe seen as a reward
for -past of incentive for future -performance.
Different individuals have different goals, and get different
things out of their working life: in other words they have
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different orientations to work. There are any number of
reasons why a person works, or is motivated to work well.
(a) The ‘human relations’ school of management theorists

regarded work relationships as the main source of
satisfaction and reward offered to the worker.

(b) Later writers suggested a range of ‘higher’ motivations,
notably:

• Job satisfaction, interest and challenge in the job itself -
rewarding work

• Participation in decision-making - responsibility and
involvement

(c) Pay has always occupied a rather ambiguous position, but
since people need money to live, it well certainly be part of
the reward ‘package’ an individual gets from his work.

4.1 Intrinsic and extrinsic factors
The rewards offered to the individual  at work may be these.
(a) Extrinsic rewards

These are external to the individual, and are given to him
by others, such as I wage or salary, bonuses and prizes,
working conditions, a car, training opportunities.

(b) Intrinsic rewards

There are within individual himself: feelings of
companionship, comfort, sense of achievement, enjoyment
of status and recognition, interest in the job, responsibility,
pride in the organisation’s success etc.

The system of rewards used in an organisation or in the
department will largely depend on:
• The assumptions the managers make about their

subordinates’ working life
• The employees’ goals
Child has outlined six management criteria for a reward
system. It should:
(a) Encourage people to fill job vacancies and to stay in their

job (ie not leave).
(b) Increase the predictability of employees’ behaviour, so

that employees C& be depended on to carry out their
duties consistently and to a reasonable standard.

(c) Increase willingness to accept change and flexibility.
(Changes in work practices are often ‘bought’ from trade
unions with higher pay.)

(d) Foster and encourage innovative behaviour.

(e) Reflect the nature of jobs in the organisation and the
skills or experience required. The reward system should
therefore be consistent with seniority of position in the
organisation structure, and should be thought fair by all
employees.

(f)Motivate (increase commitment and effort).
The list is exhaustive.  There are N number of motivators. Just
apply Herzberg’s theory, you will understand how we can

motivate in different ways.  We will be covering few other ways
of motivation in the following lessons in this unit.

Article:

Reaching Out

by Nandalal  SIBM Pune

Motivating and retaining the sales force has been one area that
FMCG, Pharmaceutical and Service organizations have found
challenging to an equal extent. Beyond this, is the challenge of
getting optimal results from them. On motivating the sales
force Phillip Kotler considered three aspects:
1. The nature of the job
2. Human nature, and
3. Personal problems
Achieving performance out of the sales force has been a
comparatively easy task after the increase in MNCs in these
sectors and the increasing competition that was instilled by
them and the local players in these sectors. However motivating
the sales force, so as to retain them has been a task as difficult as
ever.
One supreme aspect of course is the nature of the job of a
Sales Representative. The selling job keeps the individual under
constant demand for work. A little mistake can cause major
losses of order or customer relationship. This constant pressure
can lead to frustration with the job.
Generally, having to work alone, a sales representative’s vulner-
ability to relax and give up is high. This is due to the absence of
visible motivators around.  Having irregular working hours
makes them feel taken advantage of and victimized. Working
alone at irregular hours with people around having a regular
schedule, they are sympathized with and demotivated. The
schedule also demands them to be away from home. This leads
to loneliness or association with the wrong people. Whatever
the case may be, they are in a precarious position.
The market place holds witness to aggressive competition. The
above said factors can develop this competition into a ‘snapping
factor’.
Besides these, there are the factors like, inferior position to the
customers, the lack of authority, the need for reporting regularly,
the absence of social life and others.  However, there are a lot of
sales representatives who surpass these challenges and become
high achievers though they may not be in the majority. They
have the desire to achieve and grow. Motivating them has not
been a major issue and even the others’ motivation to perform
has not posed any major challenge to competent companies.
The issue that has shown its head has been retaining them.
While they are facing the frustrations of a field job, a sales
representative, is equally exposed to a world of options.
Companies that pay better, companies that have better market
standing, companies that have better work culture and ones that
offer more authority are all around. These organizations are also
ready to poach on these people, as it is easier and inexpensive.
The “Pull Effect” from these companies adds on to the “Push
Effect” from the company they are currently working in, leaves
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the candidate to take the decision that might be another loss to
the organization.

This puzzling situation has attracted the attention of various
companies for the competence and for survival alike. The
primary objective of these companies has been to try and
“Reach Out” to these people who are ‘Left Out’.
Various initiatives have been tried and adopted by organizations
to tackle this issue. One of them, by a prominent Indian
Pharmaceutical company has been the setting up of “Leadership
Advancement Centers” (LAC) in every region. These LACs are
18 in number, and has a Business Training Manager (BTM) as
its in-charge.
The function of the LAC is one that the pharmaceutical
industry has rarely witnessed. The BTM works with the Sales
Representative on the field and studies their training and
motivational needs. The LAC designs tailor-made training
programs that cater to the needs and ‘Reaches out’ to the field
force in the true sense of the term.  The LACs have brought in
a major change in the morale and drive of the sales force. Even
the career aspirations of the sales force are being nourished
through counseling and interim projects. This has further led to
an increased interaction of the sales force with the management.
The management is in a better position to offer increased
authority to its field force as a result of this.
The results of this innovative move have proven beyond doubt
that innovation can solve problems that are seemingly difficult.
In this competitive market it is innovators who survive. Being
an integral part of its operation, motivating and more impor-
tantly retaining its sales force, can happen only if organizations

INNOVATE and REACH OUT.
How Can We Stop Demotivation?( This is a summary of a case
study.  Please go through it to learn more about motivation.)
We see a lot of writing about motivating employees.  Highly
motivated employees are certainly a key to a successful organiza-
tion.  But I suggest that we should focus more on preventing
the Demotivation that too often occurs in the employees over
time.  New employees are generally highly motivated (we
generally do not hire persons of low motivation).  But why are
so many long-service (dare we say “older”) employees cynical,
negative, apathetic, and perhaps coasting until retirement?  And
they should be making such great contributions because of all
their experience.  They have just as much talent as the young go-
getters, and they used to be go-getters themselves, but
something has changed.  It’s tragic!  We need to find out what
has changed and put a stop to it.

It’s important to know that not all employees suffer this
problem.  It’s not an inevitable consequence of aging or
experience.  Some employees remain highly motivated until they
retire, which is as it should be.  The fact that not all employees
become demotivated gives us hope, and may provide clues for
solving, or at least lessening, this problem.
Let’s think about that young go-getter.  He’s fired up because he
believes that he has the talent to do good work and that he’ll be
rewarded appropriately for that work as his career progresses.
He chose an employer that he believes values the kind of
contributions he can make.  He hits the ground running.  What
could possibly cause that employee to lose his motivation as his
career progresses?  Let us look at some possibilities.

Jerk bosses
New employees tend to be somewhat in awe of their bosses.
They don’t know how the boss got there or much about him,
but they treat him with respect.  But the recent hire may soon
find out that his boss doesn’t know much about, or have much
appreciation for, the work he’s doing.  He may start to wonder
what’s really important to his boss.  And this relates to
performance appraisal, since this boss is the individual having
the most input in evaluating his performance.  He may wonder
what criteria the boss measures him against.  Is he rated on how
much he’s like his boss?
A favorite is when the go-getter works his tail off and puts in
lots of overtime to get a piece of work done on time, only to
have his boss sit on it for a week before finding a chance to give
it his superficial half-hour review.  And it’s even worse if the
boss still finds time for two-hour lunches and lots of chitchat
while the work is sitting.  He thinks, “If it’s O.K. for work to be
a week late, next time I’ll take it easier and use the extra week.”

Promotion policies
When the new hire joins the company, he looks around and
sees the various people in their various positions, and every-
thing appears logical.  The bosses seem like bosses, and the
higher bosses seem like higher bosses.  He presumes that there
are good reasons why they’re all where they are.  But as the years
go by, he sees people change positions and he begins to see
some younger people moving into leadership positions.  At
times he wonders why Employee A was promoted rather than
Employee B, who seems to be contributing more.  He wonders
what the criteria for promotion are.  Maybe he wonders about
criteria for “demotion” too.  And he wonders what this means
for his own chances for promotion.  Maybe he’s emphasizing
the wrong things as far as getting ahead goes.

Non-challenging work
Before long, the recent hire finds himself doing tasks that are
much less than he’s capable of.  Maybe it’s because support
people have been cut to reduce costs.  Maybe the company has
such a bare-bones staff that they contract out all the good work
and just expect their employees to be contract monitors.  He
wonders, “Is this what I spent all those years in college (or
training) for?”.
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Time wasters
The go-getter is working his tail off, putting in overtime and
striving hard to be as efficient as possible because there’s so
much to do.  But he soon finds that he has to attend certain
worthless meetings and take care of mindless bureaucratic
nonsense and “administrivia”.  He asks himself, “Why should I
bust my butt trying to do all this work when the company
makes me waste time on junk like this?  If they don’t care
whether I get any worthwhile work done or not, why should I
care?

Pigeonholing
Although he was hired for his strong and unique abilities, he
finds there are some who think he should be like everyone else.
They seem to want all their employees to be interchangeable so
they can be moved around like pawns on a chessboard.  His
unique abilities are not appreciated.

What can we do?
The go-getter can become demotivated by things he sees or
experiences over the years, things that change his view of the
corporate culture.  These experiences clash with his own value
system, which provides the basis for his self-motivation, or
intrinsic motivation. Self-motivation will be the only kind of
motivation here  that will really work and last.
 Is the new picture he’s getting of the corporate culture a
necessary correction of a naive, unrealistic view?  His initial
vision of the company culture was the one we sold him on.
And since we weren’t deliberately deceptive, we must believe
that the culture he envisioned is the one we really want to exist.
We want our company to be one in which people focus on the
work our customers want, and one in which they are appreciated
and rewarded accordingly.  We know that in order for our
company to compete effectively we must make the best use the
great talent that our people have.  So how do we stop the
demotivation?
By getting our priorities back to the way we really want them to
be.

More Exercises:
1. ‘Motivating people has never been more challenging.’ Do you

agree with this statement? Are there any other reasons why
employees might be more (or less) difficult to motivate
today than, say, 10 years back?

2. Think about your level of need for affiliation, achievement,
and power. What factors in your past have caused you to
experience high, moderate, or lows levels of each? Which
of these would you like to increase or decrease in the
future?

3. As a team leader, you notice that 1 employee isn’t putting
much effort into team project because she doesn’t believe
she has the ability to contribute anything valuable. Using
your knowledge of expectancy theory’s E-P expectancy,
identify 4 ways that you might increase this person’s
motivation to contribute to the team.

4. Can you list few examples of potential inequity in the
classroom? Can you remember any instances where you
had feelings of inequity? How might course instructors
minimize these equitable situations?

5. Do you agree or disagree the following: “pay levels should
be partly determined by the number of children that the
employees have”. The argument is that employees with
more children need more money to support their families.
Discuss the idea in the light of the motivation theories.

��Equity TheoryEquity Theory
Basic Points Basic Points 

� Individuals compare their job inputs and outcomes 
with those of others and then respond so as to 
eliminate any inequities.

�Equity theory recognizes that individuals are 
concerned not only with the absolute amount of 
rewards for their efforts, but also with the 
relationship of this amount to what others receive.

Applications of Motivation in Applications of Motivation in 
OrganisationsOrganisations

Few Examples
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Applications of Motivation in Applications of Motivation in 
OrganisationsOrganisations

Equity theory in action!

��Equity ComparisonsEquity Comparisons

�Self-inside
�Self-outside
�Other-inside
�Other-outside

��Responses to InequityResponses to Inequity

�Change Inputs
�Change Outcomes 
�Adjust Perceptions of Self 
�Adjust Perceptions of Others
�Choose a Different Referent 
�Leave the Field

��Equity Theory PropositionsEquity Theory Propositions

�When paid by time worked, over-rewarded
employees will produce more than will 
equitably paid employees. 

�When paid by number of units produced, 
over-rewarded employees will produce 
fewer, but higher-quality, units than will 
equitably paid employees. 
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��Equity Theory PropositionsEquity Theory Propositions

�When paid by time worked, under-rewarded
employees will produce less or poorer-
quality output.

�When paid by number of units produced, 
under-rewarded employees will produce a 
large number of low-quality units in 
comparison with equitably paid employees.

��Fair Process and TreatmentFair Process and Treatment

�Historically, equity theory focused on:
�Distributive justice

�However, equity should also consider
�Procedural justice

��Fair ProcessFair Process

� Distributive Justice
� Perceived fairness of the amount and allocation of rewards among

individuals

� Procedural Justice
� Perceived fairness of the process used to determine the distribu tion

of rewards

� Interactional Justice
� The quality of the interpersonal treatment received from another

Other ApplicationsOther Applications
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��Motivating for Specific Organizational GoalsMotivating for Specific Organizational Goals

� Motivating to Show  People Matter
� employee recognition plans
� linking recognition and reinforcement

� Motivating for Improved Productivity
� individual-based incentives: piece rate
� group-based incentives: gainsharing
� organizational-based incentives:
� profit-sharing, ESOPs

� Motivating Specific Groups
� Professionals
� Contingent workers
� Low-skilled service workers
� Unionized employees
� Public sector employees
� Executives

Motivating to Show People Motivating to Show People 
MatterMatter

� Employee Recognition Programs
– Programs that use multiple sources and recognizes both 

individual and group accomplishments.
� Linking Programs and Reinforcement Theory

– Consistent with reinforcement theory, rewarding a 
behaviour with recognition immediately following that 
behaviour is likely to encourage its repetition.

� Employee Recognition Programs in Practice
– In contrast to most other motivators, recognizing an 

employee’s superior performance often costs little or no 
money, making them highly attractive to industry.

Motivating for Improved Motivating for Improved 
ProductivityProductivity

Variable-Pay Programs
A portion of an employee’s pay is based on some 
individual and/or organizational measure(s) of 
performance.
– Individual-based

� Piece-rate wages, bonuses
– Group-based

� Gain sharing
– Organizational-based

� Profit sharing
� Employee stock ownership plans (ESOPs)

Variable Pay ProgramsVariable Pay Programs

� Piece-rate pay plans
� Workers are paid a fixed sum for each unit of production 

completed.
� Gainsharing

� An incentive plan where improvements in group productivity 
determine the total amount of money that is allocated.

� Profit -sharing plans
� Organization wide programs that distribute compensation based on

some established formula designed around a company’s 
profitability.

� Employee stock ownership plans (ESOPs)
� Company-established benefit plans in which employees acquire 

stock as part of their benefits.
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VariableVariable--Pay ProgramsPay Programs

Linking variable-pay plans and
expectancy theory

– Evidence supports the importance of this linkage, 
especially for operative employees working under 
piece-rate systems.

– Group and organization wide incentives reinforce and 
encourage employees to sublimate personal goals for 
the best interests of their department or organization.

Motivating ProfessionalsMotivating Professionals
� How  are “professionals” different?

� Receive a great deal of “intrinsic” satisfaction from their work.
� Strong and long-term commitment to their field of expertise
� Well paid/ Chief reward is work itself.
� Value support
� More focused on work as central life interest.

� How do we motivate professionals?
� Provide challenging projects
� Give them autonomy in follow interests and structure work.
� Reward with educational opportunities.
� Recognize their contributions.

Motivating Contingent WorkersMotivating Contingent Workers

� No simple solutions to motivating contingent workers.
– Contingent or temporary workers have little or no job 

security/stability, therefore they don’t identify with the 
organization or display the commitment of permanent 
employees.

– Contingent or temporary workers are typically provided 
with  little or no health care, pensions, or similar 
benefits.

� Greatest motivating factor is the opportunity to gain 
permanent employment.

� Motivation is also increased if the employee sees that the 
job he or she is doing for the firm can develop salable 
skills.

Motivating LowMotivating Low--Skilled Service Skilled Service 
WorkersWorkers

� Many 15- to 24-year-olds have “McJobs” with pay 
levels near minimum wage

� To motivate
– employees want more respect
– make jobs more appealing
– raise pay levels
– find unusual ways to motivate:

� flexible work schedules
� broader responsibility for inventory, scheduling, and hiring
� creation of a “family” atmosphere among employees



156

Motivating Unionized 
Employees

� Constraints of contract affect some forms of 
rewards
– Some unions against pay-for-performance

� Additional ideas
– Create better work environments
– Show appreciation
– Provide opportunities for training and advancement
– Listen to employees concerns

Motivating Public Sector 
Employees

� Special challenge
– Much work is service-oriented, harder to 

measure productivity
– Hard to link rewards to performance

� What to do
– Goal setting helps

� Goal difficulty and goal specificity help improve 
motivation

Strategies for Compensating 
Executives

� Identify the firm’s strategy and a decision 
making horizon appropriate to it

� Identify an appropriate measure of firm 
performance

� Link CEO pay to the appropriate 
performance measure

� Consider the timing of rewards

We hope for:

Teamwork and collaboration

Innovative thinking and risk taking

Development of people skills

Employee involvement and 
empowerment

High achievement

Long-term growth

Commitment to total quality

Candor

But we reward:

The best individual team members

Proven methods and no mistakes

Technical achievements and 
accomplishments

Tight control over operations, 
resources

Another year’s efforts

Quarterly earnings

Shipment on schedule, even with 
defects

Reporting good news

Management Reward Follies
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Abolishing Rewards

� Alfie Kohn suggests that organizations should 
focus less on rewards, more on creating 
motivating environments
– Abolish incentives
– Re-evaluate evaluation
– Create conditions for authentic motivation
– Collaboration
– Content
– Choice

Implications
�Recognize Individual Differences

�Employees have different needs.
�Don’t treat them all alike.
�Spend the time necessary to understand what’s 

important to each employee.

�Use Goals and Feedback

�Allow Employees to Participate in Decisions 
That Affect Them Link Rewards to Performance
�Employees must perceive a clear linkage.

�Check the System for Equity
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Introduction:
We all know that jobs are important. They help determine
standards of living, status and even sense of worth. This you
can easily relate if you go back to Herzberg’s theory of motiva-
tion. Jobs are important motivators and parallelly, they help
accomplish the organisational objectives.  Today let us study
the different aspect of job.

Definition
Job design is the incorporation of the tasks the organisation
needs to be done into a job for one person.It can also be
defined as the specification of the contents, method and
relationships of jobs to satisfy technological and organizational
requirements as well as the personal needs of the individual.

How can job design help with the organization of
work?

Job design principles can address problems such as:
• Work overload,
• Work under load,
• Repetitiveness,
• Limited control over work,
• Isolation,
• Shift work,
• Delays in filling vacant positions,
• Excessive working hours, and
• Limited understanding of the whole job process.
• Job design is sometimes considered as a way to help deal

with stress in the workplace.
The significance of job design need not be overemphasized.
The design of jobs has a critical impact on organizations and
employee objectives. From the organization’s perspective, the
way tasks and responsibilities are grouped can affect productiv-
ity and costs. Jobs that are not satisfying or are too demanding
are difficult to fill. Boring jobs may lead to a higher turnover.
For an employee, motivation and job satisfaction are affected
by the match between job factors (content, qualifications and
rewards) and personal needs. Therefore, thoughtful design of

jobs can help both the organization and its employees achieve
their objectives.
It is well known that jobs are more than a collection of tasks
recorded on a job-analysis schedule and summarized in a job
description. Jobs are the foundation of organizational produc-
tivity and employee satisfaction, or lack thereof. How well jobs
are designed will play an increasingly important role in the
success, even survival, of any organization during the next
millennium. As the number of new workers coming into the
labor market slows and the international competition increases,
well-designed jobs will become even more important in
attracting and retaining a motivated workforce, which is capable
of producing high-quality products and services.
On the flip side, it may be stated that poorly designed jobs may
lead to lower productivity, employee turnover, absenteeism,
complaints, sabotage, unionization, resignations and other
problems.

Organizational  
Factors 

Environmental  
Factors 

Behavioural 
Factors 

  Job  Design Productive and 
Satisfying job 

 
     Feedback 

Figure. Factors Affecting Job Design
Source: Adapted from Human Resources and Personnel
Management by William B. Werther and Keith Davis, p. 147.

Factors Affecting Job Design
Job design is affected by organizational, environmental, and
behavioral factors. A properly designed job will make it
productive and satisfying. If a job fails on this count, the fault
lies with the job designers who, based on the feedback, must
redesign the job. We now propose to elaborate the various
factors affecting job design.

Organizational Factors
Include characteristics of task, workflow, ergonomics, and work
practices.

1. Characteristics of Task
Job-design requires the assembly of a number of tasks into a
job or a group of jobs. An individual may carry out one main
task, which consists of a number of interrelated elements or
functions. On the other hand, task functions maybe split
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between a team working closely together or strung along an
assembly line. In more complex jobs, individuals may carry out
a variety of connected tasks, each with a number of functions,
or these tasks may be allocated to a group of workers or divided
between them. Complexity in a job may be a reflection of the
number and variety of tasks to be carried out, or the range and
scope of the decisions that have to be made, or the difficulty of
predicting the outcome of decisions.
The internal structure of each task consists of three elements: (i)
planning (deciding the course of action, timing and the
resources required), (ii) executing (carrying out the plan), and (iii)
controlling (monitoring performance and taking corrective
action when required). A completely integrated job will include
all these elements for each of the tasks-involved. The worker (or
group of workers) having been given objectives in terms of
output, quality and cost targets, decides on how the work is to
be done, assembles the resources, performs the work, and
monitors output, quality and cost standards. Responsibility in a
job is measured by the amount of authority someone has to
put to do all these things.23 The ideal job design is to integrate
all the three elements.

2. Work Flow:
The flow of work in an organization is strongly influenced by
the nature of the product or service. The product or service
usually suggests the sequence and balance between jobs if the
work is to be done efficiently. For example, the frame of a car
must be built before the fenders, and the doors can be added
later.  After the sequence of jobs is determined, the balance
between jobs is established.

3. Ergonomics:
rgonomics is concerned with designing and shaping jobs to fit
the physical abilities and characteristics of individuals so that
they can perform their jobs effectively. Ergonomics helps
employers to design jobs in such a way that workers’ physical
abilities and job demands are balanced. Ergonomics does not
alter the nature of job tasks but the location of tools, switches
and other facilities, keeping in view that the handling the job is
the primary consideration.

4. Work Practices:
Work practices are set ways of performing work. These meth-
ods may arise from tradition or the collective wishes of
employees. Either way, the HR department’s flexibility to design
jobs is limited, especially when such practices are part of a
union-management relationship. Failure to consider work
practices can have undesirable outcomes.
Work practices were, till now, determined by time and motion
study, which determined the standard time needed to complete
a given job. The study required repeated observations. The
accuracy of the readings depended on the competence of the
engineer. Deviations from the normal work-cycle caused
distortions in measurement, were biased towards existing work
practices with little effort at methods’ improvement, and could
be carried out only when production was underway.
A new technique has now emerged, which if introduced, could
drastically alter the work practices in industrial undertakings.

Called Maynard Operating Sequence Technique (MOST), the
technique uses a standard formula to list the motion sequences
ascribed in index values. There will be resistance from the
workers to the introduction of MOST, but the benefits from
the technique should help cope with the opposition.

Environmental Factors
Environmental elements affect all activities of HRM, and job-
design is no exception. The external factors that have a bearing
on job design are employee abilities and availability, and social
and cultural expectations.

1. Employee Abilities and Availability:
Efficiency consideration must be balanced against the abilities
and availability of the people. who are to do that work. When
Henry Ford made use of the assembly line, for example, he was
aware that most potential workers lacked any automobile-
making experience. So jobs were designed simple and required
little training. Therefore, considerable thought must be given as
to who will actually do the work

2. Social and Cultural Expectations:
There were days when getting a job was the primary consider-
ation. The worker was prepared to work on any job and under
any working conditions. Not any more. Literacy, knowledge and
awareness among workers have improved considerably, so also
their expectations from jobs. Hence jobs must be designed to
meet the expectations of workers.
When designing jobs for international operations, uniform
designs are almost certain to neglect national and cultural
differences. Hours of work, holidays, vacations, rest breaks,
religious beliefs, management styles, and worker sophistication
and attitudes are just some of the predictable differences that
can affect the design of jobs across international borders. Failure
to consider these social expectations can create dissatisfaction,
low motivation, hard-to- fill job openings and a low quality of
work life, especially when foreign nationals are involved in the
home country or overseas.

Behavioral Elements
Behavioral factors have to do with human needs and the
necessity to satisfy them. Higher-level needs are more significant
in this context. Individuals inspired by higher-level needs find
jobs challenging and satisfying which are high on the following
dimensions:

1. Feedback:
Individuals must receive meaningful feedback about their
performance, preferably by evaluating their own performance
and defining the feedback. This implies that they should ideally
work on a complete product or on a significant part of it.

2. Autonomy:
Autonomy is being responsible for what one does. It is the
freedom to control one’s responses to the environment. Jobs
that give workers authority to make decisions will provide
added responsibilities, which tend to increase the employee’s
sense of recognition and self-esteem. The absence of au-
tonomy, on the other hand, can cause employee apathy or poor
performance.
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3. Use of Abilities:
 The job must be perceived by individuals as requiring them to
use abilities they value in order to perform the job effectively.

4. Variety:
Lack of variety may cause boredom. Boredom, in turn, leads to
fatigue and fatigue causes mistakes. By injecting variety into
jobs, personnel specialists can reduce errors caused by fatigue.
Work Specialization in 1900’s: Early in this century, Henry
Ford became rich and famous by building automobiles on an
assembly line. Even Ford worker was assigned a specific,
repetitive task. For instance, one person would just put on the
right-front wheel and someone else would install the right-
front door. By breaking jobs up into small standardized tasks,
which could be performed over and over again, Ford was able
to produce cars at the rate of one every ten seconds while using
employees who had relatively limited skills.Ford demonstrated
that work can be performed more efficiently if employees are
allowed to specialize. Today, we use the term, work specializa-
tion, or division of labour to describe the degree to which tasks
in the organization are subdivided into separate jobs. The
essence of work specialization is that, rather than an entire job
being done by one individual, it is broken down into a number
of steps, each step being completed by a separate individual. In
essence, individuals specialize in doing a part of an activity
rather than the entire activity. By the late 1940s, most manufac-
turing jobs in industrialized counties were being done with
high work specialization. The management saw this as a way to
make the most efficient use of its employees’ skills. In most
organizations, some tasks require highly developed skills; other
can be performed by the untrained. If all workers were engaged
in each step of, say an organization’s manufacturing process, all
would have to have the skills necessary to perform both-the
most demanding and the least demanding jobs. As a result,
except when performing the most skilled or highly sophisti-
cated tasks, employees would be working below their skill
levels. And since skilled workers are paid more than unskilled
workers and their wages tend to reflect their highest level of
skill, paying highly skilled workers to do easy tasks represents an
inefficient usage of organizational resources. Managers also
looked for other efficiencies that could be achieved through
work specialization. Employee skills at performing a task
successfully increase through repetition. Less time is spent in
changing tasks, in putting away one’s tools and equipment
from a prior step in the work process, and in getting ready for
another. Equally important, training for specialization is more
efficient from the organization’s perspective. It is easier and less
costly to find and train workers to do specific and repetitive
tasks. This is especially true of highly sophisticated and complex
operations. For example, could Cessna produce one Citation jet
a year if one person had to build the entire plane alone? Finally,
work specialization increases efficiency and productivity by
encouraging the creation of special inventions and machinery.
For much of the first half of this century, managers viewed
work specialization as an unending source of increased produc-
tivity. And they were probably right. Because specialization was
not widely practiced, its introduction almost always generated
higher productivity. But by the 1960s, increasing evidence

showed that a good thing can be carried too far. The point had
been reached in some jobs where the human diseconomies
from specialization-which surface as boredom, fatigue, stress,
low productivity, poor quality increased absenteeism, and high
tumover-more than offset the economic advantages.

Approaches to Job Design
Job design refers to the way that tasks are combined to form
complete jobs. The early emphasis in management was to
design jobs around high specialization and standardization.
During the last thirty years, managers have realized the impor-
tance of designing jobs in a novel, interesting way - enhancing
employee satisfaction and productivity. Let us examine these
approaches briefly.
There are three important approaches to job design, viz.,
1. Engineering/ Scientific Management approach,
2. Human approach and
3. The Job characteristic approach.

Engineering/ Scientific Management Approach
The most important single element in this approach proposed
by FW Taylor and others, was the task idea, “The work of every
workman is fully planned out by the management at least one
day in advance and each man receives in most cases complete
written instructions, describing in detail the task which he is to
accomplish. This task specifies not only what is to be done but
also how it is to be done and the exact time allowed for doing
it.
The principles offered by scientific management to job design
can be summarised thus:
• Work should be scientifically studied. Taylor advocated

fragmentation and routinisation of work to reap the
advantages of specialization.

• Work should be arranged so that workers can be efficient.
• Employees selected for work should be matched to the

demands of the job.
• Employees should be trained to perform the job.
• Monetary compensation should be used to reward

successful performance of the job.
These principles to job design seem to be quite rational and
appealing because they point towards increased organisational
performance. Specialization and routinisation over a period of
time result in job incumbents becoming experts rather quickly,
leading  to higher levels of output. Despite the assumed gains.
in efficiency behavioural scientists have found that some job
incumbents dislike specialized and routine jobs.

Human Relations Approach
The human relations approach recognized the need to design
jobs in an interesting manner. In the past two decades much
work has been directed to changing jobs so that job incumbents
can satisfy their needs for growth, recognition and responsibility
Herzberg’s research popularized the notion of enhancing need
satisfaction through what is called job enrichment. One widely
publicized approach to job enrichment uses what is called job
characteristics model and this has been explained separately in
the ensuing section.
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As we have studied in Herzberg’s theory of motivation, there
are two types of factors, viz.
i. Motivators like achievements, recognition, work itself,

responsibility, advancement and growth and
ii. Hygiene factors (which merely maintain the employee on

the job and in the ,organisation) like working conditions,
organisational policies, inter-personnel relations, pay and
job security. According to Herzberg, the employee, is
dissatisfied with the job if maintenance factors to the
required degree are not introduced into thE job. But, the
employee may not be satisfied even if the required
maintenance factors are provided. Herzberg feels that the
employee will be satisfied with his job and he will be more
productive if motivators are introduced into the job
content. As such, _E asserts that the job designer has to
introduce hygienic factors adequately to reducE
dissatisfaction and build motivating factors. Thus,
Herzberg has put emphasis or the psychological needs of
the employees in designing jobs.

The Job Characteristics Approach
How do differences in job design impede or facilitate the
development of these critical psychological states?  This
approach suggests that there are five attributes of a job, that
when present, facilitate the development of these psychological
states.
1. Skill Variety:  Skill Variety is the stand to which the job
requires a worker to use a number of different skills abilities or
competencies.  A worker’s social identity is in part comprised of
asset of important competencies that differentiate him or her
from others.  For intrinsic motivation to take place, high
performance must validate these core competencies.  If these
core competencies are not tested on the job, even high perfor-
mance does not validate the skills.  Returning to the cabinet
making example above, if I perceive myself as a excellent cabinet
maker, but the projects on which I work require only simple
cutting and gluing, even if I do a perfect job, my core competen-
cies as a cabinet maker are not validated.  However if I work on
projects that require advanced and intricate skills, then produc-
ing excellent work is likely to validate my skills to as a master
cabinet maker.
2. Task Identity: Task Identity is extent to which a job involves
performing a major portion of an identifiable project or piece
of work.  The key word here is identifiable.  For a positive
outcome to validate one’s competencies, two things must occur.
The first is the individual must be able to tell when the
outcome is in positive or negative, and second, the individual
must be able to take ownership for significant part of this
outcome.
3. Task Significance: Task Significance is the extent to which
the job has an impact on the lives or work of others and that
one’s work represents a meaningful contribution.  This is
essential for goal internalization motivation to be activated.
4. Autonomy: Autonomy is degree to which a job it allows a
worker the independence to decide what should be done and
how work should be accomplished.  In order for individuals to
attribute positive outcomes to their competencies, they must

experience psychological ownership for the outcome.  When
they are following a detailed, structured plan, or they’re told
what to do on every step of a project, they are very unlikely to
experience psychological ownership.
5. Feedback: Feedback is the extent to which performing a job
provides the worker with clear information about the success or
quality of work outcomes.  In many jobs, the employee never
sees or has knowledge of how his or her work affects others, or
whether he or she makes a mistake.  For example, if I were just
cutting drawer sides for cabinets and never saw the finished
cabinets or even knew if the drawers fit or not, this would be
low feedback.
Five core job dimensions are:
• Skill Variety - the degree to which a job requires a variety of

different activities in carrying out the work and which use
different skills and talents of the person

• Task Identity - the degree to which the job requires
completion of a “whole” and identifiable piece of work.
Doing a job from beginning to end with a visible outcome.

• Task Significance - the degree to which the job has a
substantial impact on the lives or work of other people.

• Autonomy - the degree to which the job provides
substantial freedom, independence, and discretion to the
individual in scheduling the work and in determining the
procedures to be used in carrying it out.

• Feedback - the degree to which carrying out the work
activities required by the job results in the individual’s
obtaining direct and clear information about the
effectiveness of his or her performance.

The first three job dimensions contribute to a job’s meaningful-
ness. The degree of autonomy provides feeling of personal
responsibility for work outcomes. The amount of feedback
provides knowledge of results. These three aspects, according to
Hackman, are critical psychological states that affect a person’s
motivation and satisfaction on the job.

Diagnostic Use of the Model
A Job Diagnosis Survey has been developed using the above
model. The kinds of questions included in it are:
• Are motivation and satisfaction really a problem? This can

be documented through turnover, absenteeism, problems
in work performance

• Is the job low in motivating potential? If scores on
measurements of the five job dimensions are low, it
suggests the motivating potential may be low or absent.

• What specific aspects of the job are causing the difficulty?
To target the points where change in job design may be
necessary

• How ready are the employees for change? Some employees
may not have strong needs for growth; if so, introduce
change with caution

• What special problems and opportunities are present in the
existing work system? If job dissatisfaction lies outside the
job itself, e.g., with hygiene factors of pay, job security, co-
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workers, work condition, then these may need to be
addressed first.

Sociotechnical/ Systems Approach
The approach taken by the sociotechnical systems method
focuses on the integration of the technical and social aspects of
jobs in contrast to the previous theories which focused on the
individual jobs. In order to create jobs that have this supportive
relationship, work teams not individual jobs, must be studied.
Jobs in the traditional sense are non-existent and instead, each
worker plays an assigned role in accomplishing the group’s
objectives. Redesigning work through sociotechnical systems
methods requires the combined efforts of employees, supervi-
sors and union representatives in analyzing significant job
operations.
According to this concept, jobs should be designed by taking a
‘holistic’ or ‘systems’ view of the entire job situation, including
its physical and social environment.
Using the sociotechnical approach, the following guidelines have
been developed :-for designing jobs:’_
• A job needs to be reasonably demanding for the individual

in terms other than sheer endurance and yet provide some
variety (not necessarily novelty).

• Employees need to be able to learn on the job and to go
on learning.

• Employees need some minimum area of decision making
that they can call their own.

• Employees need some minimal degree of social support
and recognition at the workplace.

• Employees need to be able to relate what they do and what
they produce to their social life.

Design alternatives
The following are the various approaches to job design and
redesign used by organizations

Fig. Techniques of job design

1. Jobs Simplification involves breaking up a job into to the
smallest possible parts making it very simple for a worker to
perform.  Simplified jobs require low-level skills and little
training of the worker.  In most cases, these jobs become
routine, monotonous, and boring.  They have low skill variety,
low task identity, low task significance, low autonomy and low
feedback.  Intrinsic motivation is generally very low.  Employers

generally turn to extrinsic forms of motivation to improve
productivity on these jobs.
2. Job Specialization is the assignment of workers to perform
small, simple and specialized tasks.  Once again, intrinsic
motivation rarely occurs on these highly specialized jobs.
3. Job Rotation is an approach to job design whereby workers
switch jobs and a structured and predefined manner.  While this
form of redesign creates a greater degree of skill variety, it
generally does not allow workers to achieve the critical psycho-
logical states required for intrinsic motivation.
4. Job Enlargement involves increasing the number of tasks a
worker performs, but keeping all the tasks at the same level of
difficulty and responsibility.  As with job rotation, this increases
skill variety and to some degree increases the likelihood that an
individual’s core competencies will be included in required tasks.
Additionally, if enough additional tasks are grouped together,
task identity is often increased.  However, since responsibility
and challenge are not increased, the motivational potential is
limited.
5. Job Enrichment involves redesigning jobs to increase the
level of responsibility, authority, control and challenge.  When
job enrichment is successfully implemented, all five core job
dimensions are increased.  Job enrichment as a high potential
for increasing the intrinsic motivation of workers on the job.
6. Autonomous Work Teams- this approach to job redesign
involves a major restructuring away from assigning work to a
particular individual to assigning work to a team of individuals.
The team is responsible for completing a whole project or task.
They are responsible for assigning work, making decisions
about work processes, and checking the accuracy of their work.
**These notes are adapted from J. Richard Hackman, “Design-
ing Work for Individuals and for Groups,” pp. 94-103 of
Developing Managerial Skills in Organizational Behavior, 2nd ed.
by LA Mainiero and CL Tr omley, Prentice-Hall, 1994)

Let Us Study Them in More Detail
Work Simplification
In this technique, the job is simplified or specialised. A given
job is broken down into small sub-parts (making a car, for
example) and each part, is assigned to one individual. To be
more specific, work simplification involves (i) mechanical pacing
of work, (ii) repetitive work processes, such as those on an
assembly line, (iii) working on only one part of a product, (iv)
predetermining tools and techniques, (v) restricted interaction
among employees, and (vi) few skill requirements. Work
simplification is done so that the less-trained and the less-paid
employees can do these jobs.
One of the consequences of mass production was what might
be called a micro-division of labor, or job simplification.

(a) Little training. A job is divided up into the smallest
number of sequential tasks possible. Each task is so simple and
straightforward that it can be learned with very little training.
(b) Replacement. If labour turnover is high, this does not
matter because unskilled replacements can be found and trained
to do the work in a very short time.
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(c) Flexibility.  Since the skill required is law, workers can be
shifted from one task to another very easily. The production
flaw will therefore be unaffected by absenteeism.
(d) Control. If tasks are closely defined and standard times set
far their completion, production is easier to predict and control.
(e) Quality. Standardization of work into simple tasks means
that quality is easier to predict. There is less scope for doing a
task badly, in theory.

Disadvantages

• The work is monotonous and makes employees tired,
bored and dissatisfied. The consequences will be high
labour turnover, absenteeism, spoilage, unrest.

• People work better  when their work is variable, unlike
machines.

• An individual doing a simple task feels like a small cog in a
large machine, and has no sense of contributing to the
organisation’s end product or service.

• Excessive specialization isolates the individual in his or her
work and inhibits not only social contacts with ‘work
mates’, but knowledge generation.

• In practice, excessive jab simplification leads to lower
quality, through inattention.

Herzberg suggest three ways of improving job design, to make
jobs more interesting to the employee, and hopefully to
improve performance: jab enrichment, job enlargement and job
rotation. .

Job enrichment
Definition

Job enrichment is planned, deliberate action to build greater
responsibility, breadth and challenge of work into a job. Job
enrichment is similar to empowerment although the emphasis
of job enrichment is on the individual rather than on the team.
A job may be enriched by:
(a) Giving the job holder decision-making capabilities of a

‘higher’ order. What is, mundane detail at a high level can
represent significant job interest at a lower level.

(b)Giving the employee greater freedom to decide how the
job should be done.

(c) Encouraging employees to participate in the planning
decisions of their superiors.

(d)Giving the employee regular feedback.

Job enrichment alone will not automatically make employees
more productive. ‘Even those who want ‘their jobs enriched
will expect to be rewarded with more than job satisfaction. Job
enrichment is not a cheaper way to greater productivity. Its pay-
off will come in the less visible costs of morale, climate and
working relationships’. (Handy)

Fig. given above shows, the additional features, which go into
an enriched job, shall meet certain psychological needs of
jobholders. For example, the more the skill variety, identity, and
significance a job has, the more meaning, sense of achievement
and variety the employee will experience. Similarly, the more
autonomy there is in a task, the greater will be the employee’s
sense of responsibility, self-control and self-esteem. And the
more intrinsic feedback in the task, the more knowledge of
results the employee will have. The more the psychological
needs of employees are satisfied, greater will be the job
outcomes. Thirdly, it may be stated that work is an important
part of one’s life. Work-related issues dominate one’s behavior
wherever he/she is. Job enrichment, which adds status to one’s
job, is naturally a strong motivating and satisfying factor in his/
her life. Fourthly, job enrichment efforts help stimulate
improvements in other areas of the organization. Successful
changes involving job-enrichment efforts suggest that HR
managers can consider both work and workers as variables in
developing a more effective organisation.
Fifth, the concept of empowerment is a by-product of job
enrichment. Empowering means passing on authority and
responsibility. Titan Watches, Asea Brown Bowery (ABB), Tata
Information Systems, GE Plastics India and Philips are
empowering their employees with telling effect. Finally,
Frederick Herzberg’s renewed faith in job enrichment testifies to
its importance. You will read about empowerment and
delegation of authority in lesson 24.

Principles for Enriching Jobs

1. Form natural work units. This gives employees ownership
of the work and improves the chances they will view it as
meaningful and important rather than as irrelevant and
boring.

2. Combine jobs. Putting jobs together increases task identity
and requires the individual to use a greater variety of skills
in performing the job, increasing the meaningfulness of
the work.

Job characteristics Outcomes Psychological 
needs 

Feedback Knowledge of results

Motivation
Performance
Satisfaction with 
job
Low absenteeism
Job involvement

Meaningfulness
Achievement, variety

Significance,
identity, skill, 
variety

Sense of control, 
responsibility, self 
control, self esteem

Autonomy
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3. Establish relationships with clients. Direct relationships
between workers and clients creates additional
opportunities for feedback, increases the need to develop
and exercise interpersonal skills, increases autonomy by
giving individuals personal responsibility for deciding how
to manage their relationships with people who receive the
outputs of their work.

4. Vertical loading. The intent here is to partially close the gap
between ‘doing’ and ‘managing.’ When a job is vertically
loaded, responsibilities and controls formerly reserve for
management are given to employees as part of the job.
Example s include

• responsibility for deciding on work methods and advising
or training less experienced workers,

• providing increased freedom in time management,
including decisions on when to start and stop work, when
to take a break, how to assign work priorities.

• encouraging workers to do their own trouble-shooting and
to manage their work crises themselves

• providing workers with increased knowledge of the
financial aspects of the job and organization and giving
them increased control over budgetary matters that affect
their own work.

5. Opening feedback channels. It usually is advantageous for
workers to learn about their performance directly as they do
their job rather than from management on an occasional
basis.

Job enlargement

Definition

Job enlargement is the attempt to widen jobs by increasing the
number of operations in which a job holder is involved.
By reducing the number of repetitions of the same work, the
dullness of the job should also be reduced. Job enlargement is
therefore a ‘horizontal’ extension of an individuals work,
whereas job enrichment is a ‘vertical’ extension.
• Just by giving an employee tasks, which span a larger part

of the total production work, should reduce boredom.

• Enlarged jobs can provide a challenge and incentive. For
example, a trusted employee might be given added
responsibilities, for example:

Checking the quality of output

On the job training of new recruits
• Enlarged jobs might also be regarded as ‘status’ jobs

within the department, and as stepping stones towards
promotion.

Job rotation

Job rotation might take two forms.
(a) An employee might be transferred to another job after a
period of, say, two to four years in an existing job, in order to
give him or her a new interest and challenge, and to bring a
fresh person to the job being vacated.
(b) Job rotation might be regarded as a form of training.
Trainees might be expected to learn a bit about a number of

different jobs, by spending six months or one year in each job
before being moved on. The employee is regarded as a ‘trainee’
rather than as an experienced person holding down a demand-
ing job.

Autonomous or Self-directed Teams
Job enrichment necessitates empowerment. Empowerment
results in self-directed work teams. A self-directed work team is
an intact group of employees who are responsible for a ‘whole’
work process or segment that delivers a product or service to an
internal or external customer.
Highly effective teams are composed of groups of committed
individuals who trust each other; have a clear sense of purpose
about their work; are effective communicators within and
outside the team; make sure that everyone in the team is
involved in decisions affecting the groups; and follow a process
that helps them plan, make decisions: and ensure the quality of
their work.
Some attributes of most autonomous work groups are
1. The group has a ‘whole’ task, in which the mission of the

group is sufficiently identifiable and significant that
members find the work of the group meaningful.

2. Workers each have a number of the skills required for
completion of the group task.

3. The group has autonomy to make decisions about the
methods by which the work is carried out, the scheduling
of various activities, the assignment of different
individuals to different task, and sometimes even the
selection of new group members.

4. The group’s compensation is based on the performance of
the group as a whole rather than on the contributions of
individual group members.

Design Criteria for Interacting Work Groups
Two criteria are important in the design of interacting work
teams if high productivity by the team and satisfaction of its
members are to be achieved.
1. The team should feel itself a cohesive group in which

members feel committed to the goals of the group and in
which they can experience significant personal satisfaction
through their interactions with teammates.

2. The environment of the work group, including its task,
must be such that the group norms that emerge and are
enforced are consistent with the two goals of high
productivity and satisfying personal relationship

High-Performance Work Design
It is a means of improving performance in an environment,
where positive and demanding goals are set. It starts from the
principle of autonomous group working and develops-an
approach that enables groups to work effectively together in
situations where the rate of innovation is high. Operational
flexibility is important and there is, therefore, the need for
employees to gain and apply new skills quickly with minimum
supervision.36 In: most organizations which are caught up in
the rigmarole of bureaucracy, such high-performance work
design does not work.
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Job Optimization

A well-designed job should therefore provide the individual
with:
• Scope for setting his own work standards and targets
• Control over the pace and methods of working
• Variety by allowing for inter-locking tasks to be done by

the same person
• Voice: A chance to add his comments about the design of

the product, or his job
• Feedback of information to the individual about his

performance

Positive and negative outcomes of job design
approaches

Job-design Approach Positive Outcome Negative Outcome
1. Work simplification

2. Job rotation

3. Job enlargement

4. Job enrichment

5. Autonomous work 
team

6. High performance
work design

Job is highly specialized. so 
that less trained and less paid 
employee can perform.
Job's intrinsic reward potential 
is likely to increase.
Organization too stands to
gain because of the versatility
of its employees. Worker's self 
image will grow. There is
enhanced interdepartmental
co-operation,
Claims to have motivational 
impact.

Increased motivation, reduced 
absenteeism, psychological
needs of employees are met. 
Brings about empowered
teams.

There is greater involvement 
of employees in decision-
making. Involvement brings in 
commitment.
Works in an environment of 
high rate of innovation and 
operational freedom.

Over simplification results in
boredom with attendant risks of
errors and resignations.
Jobs do not improve. Workers may 
feel rootless and alienated.

Mere adding one zero to another
zero-adding one more boring task to 
another. Likely to be resisted by 
employees.
People may not like to accept new 
responsibilities. Union resistance adds 
to the problem. Job enrichment, if 
not accompanied by other job inputs, 
will fail in its goal.
There is resistance from employees, 
unions, and managers and
supervisors.

May not work in large bureaucratic 
organization.

Source: adapted from Aswatthappa, human resource and
personnel management: text and cases, Tata McGraw Hill

Job Design Around the World

Source: Moorhead and Griffin,
Organizational Behaviour, p.
176.

Work Scheduling
Another aspect of job design, which has received great attention
in the recent past, is the scheduling of work hours. The
increase-in the workforce of dual-career couples with children
and the increased realization by employees that production
needs may be better served by -varied schedules, have been
largely responsible for the shift in workweek scheduling.
The requirements of balancing work shifts with family and
other personal demands, for example, can make work a difficult
endeavor for many people. A manager should recognize at least
five alternatives to the traditional 8-hour per day /5 days per
week work schedule, the compressed work week, flexible
working hours, job sharing and part-time work. Each of these
approaches shares a common concern for making the workday
and its time requirements more compatible with individual
needs and non-work activities.
1. Compressed workweek: A compressed workweek is any
scheduling of work that allows a full-time job to be complete in
fewer than the standard five days. The most common form of
compressed workweek is the “4-40”, that is, 40 hours of work
accomplished in four 10-hour days.
The organisation can benefit, too, in terms of reduced energy
consumption during 3-day shutdowns, lower employee
absenteeism, improved recruiting of new employees and having
extra time available for building and equipment maintenance.
The disadvantages may include
• Increased fatigue from the extended workday and family

adjustment problems for the individual and increased work
scheduling problems

• Possible customer complaints due to breaks in work
coverage for the organisation.

• Possible constraints on utilization of compressed work-
week schedules include occasional union Opposition and
laws that require some organisations to pay overtime for
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work that exceeds 8 hours of individual labor in anyone
day.

2. Flexible working hours (Flexi time):
Flexi time may be defined as “any work schedule that gives
employees daily choice in the timing between work and
nonwork activities.-
Table 4.5: A Sample Flexible Working Hours

Flexible Core Flexible Core Flexible

time time time time time

7 A.M.             10 A.M.     1 2 Noon                4 PM.      6 PM.
Like other alternative work scheduling systems, flexi time has
both benefits and disadvantages. Workers find that the
flexibility afforded them under flexi time systems increases the
amount of time they can spend together with their families,
Job sharing: Another alternative work schedule is job sharing.
This occurs when one full-time job assigned to two persons
who then divide the work according to agreements made
between themselves and with the employer. Job sharing often
occurs where each person works one half-day, although it can
also be done on such bases as weekly or monthly sharing
arrangements.
Part-time work: Part-time work is done on a schedule that
classifies any employee as ‘temporary’ and requires less than the
standard 40-hour work-week. Part-timers are usually easy to
release and hire as needs dictate. Because of this, many
organisations use part-time work to hold down labor costs and
help smooth out peaks and valleys in the business cycle.
Activity: find out what are the various other ways of work
scheduling and discuss in the class.Hint!! Ever heard of
telecommuting? What is it?? Find out more.
So you see job designing is at crux of defining employee
productivity and satisfaction. People managers have realized,
that an important factor influencing these areas is the type of
work handled by the employee. Job design answers the
questions of how the job is to be performed, who is to
perform it and where it is to be performed; Thus, in a way, job
design greatly affects how an employee feels about a job, how
much authority an employee has over the work, how much
decision-making the employee has on the job and how many
tasks the employee has to complete. Managers realise that job
design determines their working relationship with their
employees and the relationship among employees themselves.

Summary of the Lesson:
• Job design is the incorporation of the tasks the

organisation needs to be done into a job for one person.
• Job design principles can address problems such as: Work

overload, Work under load, Repetitiveness, Limited control
over work, Isolation, Shift work, Delays in filling vacant
positions, Excessive working hours, and Limited
understanding of the whole job process.

• Job design is affected by organizational, environmental,
and behavioral factors. A properly designed job will make it
productive and satisfying.

• There are three important approaches to job design, viz.,
Engineering approach, Human approach and the Job
characteristic approach.

• The various approaches to job design and redesign used by
organizations are Jobs Simplification, Job Specialization,
Job Rotation, Job Enlargement, Job Enrichment, and
Autonomous Work Teams.

• Another aspect of job design, which has received great
attention in the recent past, is the scheduling of work
hours. The increase-in the workforce of dual-career couples
with children and the increased realization by employees
that production needs may be better served by -varied
schedules, have been largely responsible for the shift in
workweek scheduling.

• Interesting Reading: Some FAQ’s on Job Design
Is there a difference between job design and workplace
design?

Job design and workplace design are often used interchangeably
because both contribute to keep the physical requirements of a
job reasonable.
Job design refers to administrative changes that can help
improve working conditions.
In comparison, workplace design concentrates on dealing with
the workstation, the tools, and the body position that all
influence the way a person does his or her work. Good
workplace design reduces static positions, repetitive motions
and awkward body positions.

What are Features of “Good” Job Design?
Good job design accommodates employees’ mental and
physical characteristics by paying attention to:
• Muscular energy such as work/rest schedules or pace of

work, and
• Mental energy such as boring versus extremely difficult

tasks.
• Good job design:
• Allows for employee input. Employees should have the

option to vary activities according to personal needs, work
habits, and the circumstances in the workplace.

• Gives employees a sense of accomplishment.
• Includes training so employees know what tasks to do and

how to do them properly.
• Provides good work/rest schedules.
• Allows for an adjustment period for physically demanding

jobs.
• Provides feedback to the employees about their

performance.
• Minimizes energy expenditure and force requirements.
• Balances static and dynamic work.
Job design is an ongoing process. The goal is to make adjust-
ments as conditions or tasks change within the workplace.
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What are the overall goals of job design?
Goals can be in many difference areas and include:
• Task Variety
To alleviate boredom, avoid both excessive static body posi-
tions and repetitive movements. Design jobs to have a variety
of tasks that require changes in body position, muscles used,
and mental activities.
Two methods are job enlargement and job rotation. For
example, if an employee normally assembles parts, the job may
be enlarged to include new tasks such as work planning,
inspection / quality control, or maintenance. Alternatively, the
tasks may include working in the same department, but
changing tasks every hour. For example, in a laundry facility
employees can rotate between various stations (sorting, washer,
dryer, iron, etc) as long as it provides for a change in physical or
mental expenditure.
• Work Breaks / Rest Breaks
Rest breaks help alleviate the problems of unavoidable
repetitive movements or static body positions. More frequent
but shorter breaks (sometimes called “micro breaks”) are
sometimes preferable to fewer long breaks.
During rest breaks, encourage employees to change body
position and to exercise. It is important that employees stretch
and use different muscle groups. If the employee has been very
active, a rest break should include a stationary activity or
stretching.
• Allowance for an Adjustment Period
When work demands physical effort, have an adjustment
period for new employees and for all employees after holidays,
layoffs, or illnesses. Allow time to become accustomed to the
physical demands of work by gradually “getting in shape.”
Employees who work in extreme hot or cold conditions also
need time to acclimatize.
• Provide Training
Training in correct work procedures and equipment operation is
needed so that employees understand what is expected of them
and how to work safely. Training should be organized, consis-
tent and ongoing. It may occur in a classroom or on the job.
• Vary Mental Activities
Tasks should be coordinated so that they are balanced during
the day for the individual employee as well as balanced among a
group of employees. You may want to allow the employee
some degree of choice as to what types of mental tasks they
want to do and when. This choice will allow the employee to do
tasks when best suited to their ‘alertness’ patterns during the
day. Some people may prefer routine tasks in the morning (such
as checklists or filling in forms) and save tasks such as problem
solving until the afternoon, or vice versa.

Can I use job design for teams?
Yes. Since most tasks are not done in isolation, job design is
very often used for a group of employees. In some cases, teams
can be created that have an overall responsibility for larger task
or set of tasks. It is up to the team to decide how the job will
be accomplished, which individual will do what tasks, and
when. In most cases, team members will have many skills
which allow them to change jobs from time to time. As with
job design for individuals, additional opportunities such as
inspection / quality control, maintenance, and related tasks such
as ordering supplies are often assigned to the team in addition
to their regular tasks.
What steps should I take when carrying out a job design
project?

Although there are many ways to carry out job design, the
following stages are essential:
• Do an assessment of current work practices.
Is job design needed or feasible? Discuss the process with the
employees and supervisors involved and be clear about the
process, or any changes or training that will be involved.
• Do a task analysis.
Examine the job and determine exactly what the tasks are.
Consider what equipment and workstation features are
important for completing the tasks. Identify problem areas.
• Design the job.
Identify the methods for doing the work, work/rest schedules,
training requirements, equipment needed and workplace
changes. Coordinate the different tasks so each one varies
mental activities and body position. Be careful not to under or
overload the job.
• Implement the new job design gradually.
You may want to start on a small scale or with a pilot project.
Train employees in the new procedures and use of equipment.
Allow for an adjustment period and time to gain experience
with the new job design.
Why is the design of work an important issue for a man-
ager to be concerned about?Re-evaluate job design on a
continual basis.
Make any necessary adjustments.
You may also want to establish a committee to represent the
various groups involved. Job design should involve employees,
unions, the health and safety committee and managers during
the entire process. Participation of all parties increases commu-
nication and understanding.
Be clear that purpose of the job design is to strengthen the
operations and its workforce, not to eliminate jobs or sets of
skills.
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What is an example of a job design checklist?

Job design Yes No

Repetitive tasks - are the same muscle groups or 
mental tasks done over and over?

Task variety

Static positions - are there few or no opportunities 
to change position?

Fast work pace -
is there muscle
tension and
stress?

Work/Rest
Schedules

Long work period(s)-- is there potential for 
fatigue?

Adjustment
Period

Are there allowances for adjustment periods or 
varying pace of work for new/returning 
employees?

Training Have employees had adequate training?

Mental variety Is there some variety or ability to choose what to 
do next?

(Adapted from: “Wellness in the Workplace” guide. CCOHS,
2002)

Exercises:

1. Why is the design of work an important issue for a
manager to be concerned about?

2. How to enrich a job effectively?
3. Differentiate job simplification, enlargement, rotation, and

enrichment.
4. Interview an employee in any organisation and develop a

plan of work of redesigning for him or her.
5. How will you undertake job enrichment for the

administration assistant in your institution?
6. Do a survey to find out ways for enriching your job as a

student.
7. What is the concept of “humanization of work”? Is it

practiced in India? Quote examples.
8. Summarize the major trends in job designing and work

scheduling in India.
9. Is job design the only factor in job satisfaction and

motivation?
10. Find out the sociotechnical project at Volvo.
11. Find out more about the “Hackman-Oldham” model.

What is motivational potential score and how do you
calculate it. Research in the library.

12. Compare and contrast the various approach to job design.
13. Which one of following work schedules would you prefer:
1. 8 hrs a day, 5 hrs a week;
2. 10 hrs a day, 4 hrs a week;
3. 12hrs a day, 3hrs a week;
4. 10 hrs a day for 5 straight days, followed by a 5 days off?

Why?

14. “Employees should have jobs that give them autonomy
and diversity” Build an

         argument in favor of this statement. Then build an
argument against this statement.

         Discuss in the class.
15. “Want to find out if a person likes his job? Ask him if

would stay with it if he inherited 5 crore tomorrow!!!”
What percentage of today’s labor force do you think would
continue working in their present job if they were suddenly
wealthy? Do you see any common characteristics in either
the persons or the jobs of those who would choose to
continue their present work?

Job Design

“……is the incorporation of the tasks the
organisation needs to be done into a job for one 
person.”

“……. the specification of the contents, method and 
relationships of jobs to satisfy technological and 
organizational requirements as well as the
personal needs of the individual.”
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FACTORS AFFECTING JOB 
DESIGN

Techniques of job design

APPROACHES TO JOB DESIGN

� Engineering approach, 
� Human approach and 
� The Job characteristic approach.

The Job Characteristics Approach

� Skill Variety
� Task Identity
� Task Significance 
� Autonomy
� Feedback
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Psychological basis for job 
enrichment

Job Optimization

Scope for setting his own work standards and
targets

Control over the pace and methods of working
Variety by allowing for inter-locking tasks to be

done by the same person
Voice: A chance to add his comments about the 

design of the product, or his job
Feedback of information to the individual about his 

performance

WORK SCHEDULING

Compressed work-week
Flexi time
Job sharing 
Part-time work 
Telecommuting

Motivating People

Job Design and Redesign
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Introduction
Dear students, It’s the time to (no, not
disco!!!!… rather..) put all your learning of
motivation and job designing into practice. I am
putting forth, apart from what you might have
attempted in earlier lesson, a short exercise
(interesting too!!) and a case for you to attempt
in a group. And discuss in class. Be ready for the
class.
All the best!!

Is student work enriched?

Purpose
This exercise is designed to help you learn how
to measure the motivational potential of jobs
and to evaluate the extent that jobs should be
further enriched.

Instructions
In several ways, being a student is like having a
job. You have tasks to perform and someone
(such as your instructor) oversees your work.
Although few people want to be students most
of their lives (the pay rate is too low!), it may be
interesting to determine how enriched your job
is as a student.
Step I: Students are placed into teams (preferably
four or five people).
Step 2: Working alone, you all complete the job
Diagnostic Survey. Then, using the guidelines
below, you individually calculate the score for the
five core job characteristics as well as the overall
motivating potential score for the job.
Step 3: Members of each team compare their
individual results. The group should identify
differences of opinion for each core job character-
istic. They should also note which core job
characteristics have the lowest scores and recom-
mend how these scores could be increased.
Step 4: The entire class meets to discuss the
results of the exercise. The instructor may ask
some teams to present their comparisons and
recommendations for a particular core job
characteristic.
Scoring key for the motivating potential score:

LESSON 22:
TUTORIAL- JOB DESIGN AND REDESIGN

Circle the number on the right that best describes
student work

Very little Moderately Very much

1. To what extent does student work permit 
you to decide on you own how to go about 
doing the work?

2. To what extent does student work involve 
doing a whole or identifiable piece of work, 
rather than a small portion of the overall 
work process?

3. To what extent does student work require 
you to do many different things, using a 
variety of your skills/talent?

4. To what extent are the results of your work 
as a student likely to significantly affect the 
lives and well-being of other people (e.g., 
within your school, your family, society?

5. To what extent does working on student 
activities provide information about your 
performance?

1        2       3

1        2       3

1        2       3

1 2       3

1        2       3

4 5

4 5

4 5

4 5

      4            5 

6 7

6 7

6 7

6 7

      6          7

Circle the number on the right that best describes 
student work

Very inaccurate Uncertain Very accurate

1. Being a student requires me to use a 
number of complex and high-level skills.

2. Student work is arranged so that I do not 
have the chance to do an entire piece of 
work from beginning to end.

3. Doing the work required of students 
provides many chances for me to figure out 
how well I am doing.

4. The work students must do is quite simple 
and repetitive…

5. How well the work of a student gets done 
can affect many other people….

6. Student work denies me any chance to use 
my personal initiative of judgment in 
carrying out the work….

7. Student work provides me the chance to 
completely finish the pieces of work I 
begin…

8. Doing student work by itself provides very 
few clues about whether or not I am 
performing well…

9. As a student, I have considerable 
opportunity for independence and freedom 
in how I do the work…

10. The work I perform as a student is not very 
significant or important in the broader 
scheme of things…

1        2       3

7             6

1        2       3

7              6

1        2       3

7              6

1        2       3

7           6

1        2       3

7              6

6 5

7 4

6 5

       5          4

6 5

      5           4

6 5

      5          4

4 5

     5           4

6          7

3        2       1

6           7

3        2       1

6            7

3    2       1

6             7

3        2       1

6           7

3        2       1
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Scoring Core job Characteristics
 Use the following scoring key to estimate the motivating
potential score for the job of being a student. Use your answers
from the job Diagnostic Survey that you completed above.
Skill Variety (SV) Question 3+6+9

3 = —————
Task Identity (TI) Question 2+7+12

3 = —————
Task Significance (TS) Question 4+10+15

3 = —————
Autonomy Question 1+11+14

3 = —————
Job Feedback Question 5+8+13

3 = ————

Calculating Motivating Potential Score (MPS)
Use the following formula and the results above to calculate the
motivating potential score. Notice that skill, variety, task identity,
and task significance are averaged before being multiplied by the
score for autonomy and job feedback.

kJobfeedbacAutonomy
TSTISV

××⎟
⎠
⎞⎜

⎝
⎛ ++

3

−−−−−−−−=−×−−−−−−−−×⎟
⎠
⎞⎜

⎝
⎛ ++

3
_______________

]

Case Analysis: Forty By 24

Source: Stephens P. Robbins, Essentials of Management,
Pg.

Concord General: Forty by Twenty – Four
To become a leader in nurse recruiting, Judy has decided to offer
a new program that would not only attract excellent personnel
but also serve as a motivational tool for the current nurses. This
new program is a weekend option – working two twelve-hour
shifts, one on Saturday and one on Sunday, and being paid for
forty hours of work. Included in this option will be all the
benefits that the full-time employees now receive.
Response to this option has been phenomenal. Not only have
there been a multitude of applications from individuals outside
the hospital but the internal applications have also been
overwhelming. In fact, response has been so – good that Judy
has anticipated offering the twenty – four hour option to all
nurses, working two twelve – hour shifts and being paid for
forty. However, John Michaels believes that the twenty – four –
hour option is too costly. Eyen though a device may be
motivational he believes that any cost-prohibitive measure must
be avoided. The weekend option is excellent, but that is as far as
it would extend.

Questions

1. Discuss the advantages and disadvantages of Judy’s
weekend option.

2. How can this option be motivational for current employees
who do not want to work two twelve- hour shifts?

3. If the weekend option is beneficial for the weekends, why
is it not beneficial during the week?

4. Do you believe it to be discriminatory for Concord General
to offer the weekend option to a select few, paying them
for forty hours of work when other nurses must work
forty hours to be paid for forty?  Justify your answer.

Notes -
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Contents: Management,

                   Managerial functions,
                   Managerial roles,

                   Features of supervision,

                   Work planning,
                   Power and Authority,

                   Responsibility and
Accountability,

Summary and Exercises

LESSON 23:
ALLOCATE WORK: PLANNING AND WORK

ORIENTATION IN ORGANISATIONS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objectives in this LessonLearning Objectives in this Lesson

By the end of this Lesson, you should be able to learn
about the following:

� the role of the supervisor in relation to delegation,
� resource allocation and project planning
� the responsibilities of the supervisor
� the role of assessing staff
� the management tasks involved in organizing the
� the role of the manager in the organisation of work
� work of others 
� areas of management authority and responsibility
�

Dear students, we have come to a junction where we need to be
clear about “whys” of our courses. You are now well versed
with motivation and its few applications. Before we go further
into the same, we need to have a parallel view on the managerial
aspects of our motivational techniques. It is a must because to
be successful, we require a systemic view- that is all things are
interrelated and interdependent. Thus to achieve a synergy, we
need to integrate our practices into the corporate level strategies
and practices. For this we go in for a scanning of the existing
environmental factors. These could be internal as well as
external.
Managing People is one element of the overall corporate
strategy or plan, and the two are mutually inter-dependent. If
the corporate plan envisages a cut in output, for example, or the
closure of a particular plant, then the human resource plan will
need to consider redeployment of staff, redundancies and so
on. If the corporate plan specifies a move into a new product
market, the human resource plan will have to source the
required labor from outside or within the organization, through
recruitment or training. Having knowledge provides us with the
framework to work within.

Thus let us take up one such factor, the function of manage-
ment and related issues. This will help us to be more precise in
our choices of motivational and leadership styles.

Introduction
The functions of management are basically as you would
remember as POSDCORB. This includes
• planning - where managers establish goals, objectives,

strategies, and policies and plans to achieve the stated aims
of the organisation, and

• organizing where managers structure the tasks that need to
be performed, and decide which department and which
individuals will complete which task and when.

Planning helps the organisation to define its purposes and
activities. It enables performance standards to be set so that
results can be compared with the standard to help managers to
see how the organisation is progressing towards its goals.
Because organisations have goals they want to satisfy, they need
to direct their activities by:
• Deciding what they want to achieve
• Deciding how and when to do it and who is to do it
• Checking that they do achieve what they want, by

monitoring what has been achieved and comparing it with
the plan

• Taking action to correct any deviation

The Manager

Definition

Management can be defined as: ‘getting things done through
other people’.
A supervisor is a type of manager (?- think hard!).
Managerial functions
Henri Fayol, who represents the classical school of organisation
theory, listed the functions of management.

F u n c t i o n C o m m e n t
P l a n n i n g  f o r  t h e
fu tu re

O r g a n i z i n g  t h e  w o r k

C o m m a n d i n g

Co -c o o r d i n a t i n g

C o n t r o l l i n g

S e l e c t i n g  o b j e c t i v e s a n d  t h e  s t r a t e g i e s ,
p o l i c i e s ,  p r o g r a m m e s  a n d  p r o c e d u r e s  f o r
a c h i e v i n g  t h e m .

E s t a b l i s h i n g  a  s t r u c t u r e  o f  t a s k s t o  b e
p e r f o r m e d  t o  a c h i e v e  t h e  g o a l s ,  g r o u p i n g
t h e s e  t a s k s  i n t o  j o b s  fo r  i nd iv idua l s ,  c r e a t i ng  
g r o u p s  o f  j o b s  w i t h i n  d e p a r t m e n t s ,
d e l e g a t i n g  a u t h o r i t y  t o  c a r r y  o u t  t h e  j o b s ,  
p r o v i d i n g s y s t e m s  o f  i n f o r m a t i o n , a n d
c o o r d i n a t i n g  a c t i v i t i e s .
G i v i n g  i n s t r u c t i o n s  t o  s u b o r d i n a t e s  t o  c a r r y  
o u t  t a s k s  o v e r  w h i c h  t h e  m a n a g e r  h a s  
a u t h o r i t y  f o r  d e c i s i o n s  a n d  r e s p o n s i b i l i t y  f o r  
p e r f o r m a n c e .
H a r m o n i z i n g t h e  a c t i v i t i e s  o f  i nd iv idua l s  and  
g r o u p s  w i t h i n  t h e  o r g a n i s a t i o n ,  r e c o n c i l i n g  
d i f f e r e n c e s  o f  r e s o u r c e s .

M e a s u r i n g  t h e  a c t i v i t i e s  o f  i n d i v i d u a l s  a n d  
g r o u p s ,  t o  e n s u r e  t h a t  t h e i r  p e r f o r m a n c e  i s  i n  
a c c o r d a n c e  w i t h  p l a n s .  D e v i a t i o n s  f r o m  p l a n  
a r e  i d e n t i f i e d  a n d  c o r r e c t e d .
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Activity 1
(15 minutes)Using Fayol’s functions of management, indicate
under which of the five headings the activities below fall.
1 Ensuring that the sales department does not exceed its

budget.
2 Deciding which products will form the main thrust of

advertising during the next financial year.
3 Ensuring that new working practices are communicated to

the workforce.
4 Ensuring that the sales department liaises with production

on delivery dates.
5 Changing work schedules to reduce idle time.

Managerial roles: Modern theories
Managerial functions are those activities necessary for the
organisation to be managed. As we saw in the activity above,
however, a manager will do a number of tasks in each day.
Mintzberg suggests that in their daily working lives, managers
fulfill three types of managerial role.

Role category Role Comment
Interpersonal,
from formal 
authority and 
position

Figurehead
(or
ceremonial)

Leader

Liaison

Representing the company at dinners,
conferences etc

Hiring, firing and training staff, motivating 
employees, and reconciling individual
needs with the requirements of the
organisation

Making contacts with people in other
departments

Informational

Managers have:

• Access
to all 
their staff

• Many
external

 contracts

Monitor

Spokesperson

Disseminator

The manager monitors the environment, 
and receives information from
subordinates, superiors and peers in other 
departments. It might be gossip or
speculation.

The manager provides information to
interested parties either within or outside 
the organisation

The manager disseminates this information 
to subordinates

Decisional

The manager's
formal authority 
and access to
information
mean that no
one else is in a 
position to take 
decisions
relating to the
work of the
department as a 
whole.

Entrepreneur

Disturbance
handler

Resource
allocator

Negotiator

A manager initiates projects, a number of 
which may be on the go at anyone time.

A manager has to respond to pressures 
over which the department has no control
taking decisions in unusual or unexpected 
situations.
A manager takes decisions relating to the 
allocation of scarce resources. The
manager determines the department's
direction and authorizes decisions taken by 
subordinates.

Both inside and outside the organisation 
takes up a great deal of management time.

Debunking myths about management work: There are
certain myths about the role of a manager. This we need to
disperse. They are as follows:
(a) Managers are not reflective, systematic planners.

(b) Managerial work is disjointed and discontinuous.
(c) Managers do have routine duties to perform, especially of

a ceremonial -nature (receiving important guests) or related
to authority (signing cheques as a signatory).

(d) Managers prefer verbal (and informal) information to the
formal output of management information systems.
Verbal information is ‘hotter’ and probably easier to grasp.

Mintzberg states that general management is, in practice, a
matter of judgement and intuition, gained from experience
in particular situations rather than from abstract principles.
‘Fragmentation and verbal communication’ characterize the
manager’s work.
In addition, a manager will play some roles more than others:
senior officials, for example, are more likely to be called upon to
at as figureheads than team leaders, who will be more con-
cerned with resource allocation and disturbance handling.

Activity2

(15 minutes)The Telegraph Magazine asked a cinema manager:
‘What do you actually do? The answer was as
follows.Everything, apart from being the projectionist and
cleaning the lavatories. My office is also the ticket office. If there
is a big queue at the confectionery kiosk, I’ll help serve and I’ll
usher people to their ‘seat if we’re really busy. Sometimes I go
into the cinema before a show and tell the audience about any
special event,  such as a director coming to give a talk.‘I get in
around lunchtime, deal with messages and ensure that the
lights and heating are working. I write orders for posters and
publicity pictures, popcorn and ice creams and cope with the
correspondence for the 2,000 members on our mailing list. I’ll
brief the projectionist, ushers and kiosk staff and at about
1.45pm the first matinee customers arrive. Our afternoon
audience is mainly elderly people and they take some time to
settle, so I’ll help them to their seats randomly start the film
when everyone is comfortable. In the evening, more ushers and
bar staff arrive and I’ll brief them about the programme,
seating and timing. While the film is on, I’m selling tickets for
the other screen, counting the takings and planning tomorrow.
If I get a moment I try to grab something to eat.’Which of
Mintzberg’s roles does this manager take on in his ‘average’
day?

Managers and leaders
The terms management and leadership are often used
interchangeably, and it will
 not matter much whether you refer to ‘management style’ or
‘leadership style’, for
example. However, we will be distinguishing the two in the
lesson 27
We can summarize that while management has authority by
virtue of their position in the organisation to secure the
obedience or compliance of their subordinates, leaders direct
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the efforts of others through vision, inspiration and motiva-
tion - forms of influence

DefinitionInfluence is the process by which an individual or
group exercises power to determine or modify the
behaviour of others.

For routine work, mere compliance with directives may be
sufficient for the organisation’s needs. However, if it wishes to
secure extra input from its employees - in terms of co-
operation, effort and creativity - it may strive for the
inspirational quality of leadership, over and above efficient
management.

The Supervisor
There are different levels of management in most
organisations. For instance, a finance department in an
organisation might be headed by the finance director (A)
supported by a chief financial accountant (B) and chief manage-
ment accountant (C). Lower down in the hierarchy assistant
accountants might report to (B) and (C).
The supervisor is the lowest level of management.
Definition’A supervisor is a person selected by middle manage-
ment to take charge of a group of people, or special task, to
ensure that work is carried out satisfactorily ... the job is largely
reactive dealing with situations as they arise, allocating and
reporting back to higher management.’ (Savedra and Haw-
thorn).

Features of Supervision

(a) A supervisor is usually a ‘front-line’ manager, dealing Kith
the levels of the organisation where the bread-and-butter
work is done. The supervisor’s subordinates are non-
managerial employees.

(b) A supervisor does not spend all his or her time on the
managerial aspects of his job. Much of the time will be
spent doing technical/operational work himself.

(c) A supervisor is a ‘gatekeeper’ or filter for communication
in the organisation.

(d) The supervisor monitors and controls work by means of
day-to-day, frequent and detailed information: higher
levels of management plan and control using longer-term,
less frequent and less detailed information, which must be
‘edited’ or selected and reported by the supervisor.

(e) The managerial aspects and responsibilities of a
supervisor’s job are often ill defined, and given no
precise targets to achievement.

What do Supervisors Do?
As a supervisor’s job is a junior management job, the tasks of
supervision can then be listed under similar headings to the
tasks of management.  They are:

A. Planning

• Planning work so as to meet work targets or schedules
set by more senior management

• Planning the work for each employee; making estimates
of overtime required

• Planning the total resources required by the section to meet
the total work-load

• Planning work methods and procedures

• Attending departmental planning meetings

• Preparing budgets for the section
• Planning staff training and staff development
• Planning the induction of new staff
• Planning improvements in the work

B. Organizing and Overseeing the Work of Others

• Ordering materials and equipment from internal stores or
external suppliers

• Authorizing spending by others on materials, sundry
supplies or equipment

• Interviewing and selecting staff
• Authorizing overtime
• Allocating work to staff
• Allocating equipment to staff
• Reorganizing work (for example when urgent jobs come

in)
• Establishing performance standards for staff
• Organizing transport
• Deciding job priorities

• General ‘housekeeping’ duties
• Maintaining liaison with more senior management

Activity 3  (15 minutes)
Bert Close has decided to delegate the task of identifying the
reasons for machine ‘down’ time (when machines are not
working) over the past three months to Brenda Cartwright.
This will involve her in talking to operators, foremen and
supervisors and also liaising with other departments to
establish the effects of this down time. What will Bert need to
do to delegate this task effectively? List at least four items he will
need to cover with Brenda.

C.  Work Planning

The resources at the supervisor’s disposal
A supervisor is asked to get a piece of work done, or organize
other people to get the work done. A supervisor has resources,
as follows.
(a) Human resources. A supervisor can deploy his or her

staff to do different tasks at different times.
(b) Material resources, for example, some discretion over the

use of machinery.
(c) Financial resources, within budget guideline.

Work planning
Work planning is the establishment of work methods and
practices to ensure that predetermined objectives are efficiently
met at all levels.
(a) Task sequencing or prioritization (i.e. considering tasks

in order of importance for the objective concerned.
(b) Scheduling or time tabling tasks, and allocating them to

different individuals within appropriate time scales.
(c) Establishing checks and controls to ensure that:
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(i) Priority deadlines are being met and work is not ‘falling
behind’.

(ii) Romine tasks are achieving their objectives.
(d) Contingency plans: arrangements for what should be

done if a major upset were to occur, e.g. if the company’s
main computer were to break down.

(e) Coordinating the efforts of individuals.

(f) Reviewing and controlling performance.

Some jobs (e.g. assembly line worker), are entirely routine, and
can be performed one step at a time, but for most people, some
kind of planning and judgement will be required.
Assessing where resources are most usefully allocated
A manager or supervisor is responsible for allocating resources

between:
(a) Different ways to achieve the same objective (e.g. to

increase total profits, sell more, or cut costs etc).
(b) Competing areas, where total resources are limited.
ABC analysis (Pareto analysis) suggests that only a small
proportion of items,,’ill be significant. For example a business
might have 99 customers who each spend £10 per month and 1
customer who spends £100,000 per month. Pareto’s Law
assumes that, for sales, approximately 80% of sales volume is
accounted for by 20% of the customers. This means that the
manager will:
(a) Concentrate scarce resources on the crucial 20%.
(b) Devise policies and procedures for the remaining 80%, or

delegate.
A piece of work will be high priority in the following cases.
• If it has to be completed by a certain time (i.e. a deadline)
• If other tasks depend on it
• If other people depend on it
Routine priorities or regular peak times (e.g. tax returns etc)
can be planned ahead of time, and other tasks planned
around them.
Non-routine priorities occur when unexpected demands are
made. Thus planning of work should cover routine scheduled
peaks and contingency plans for unscheduled peaks and
emergencies.

Methodical working

Efficiency requires working systematically or methodically.
(a) Ensure that resources are available, in sufficient supply

and good   condition
(b) Organize work in batches to save time spent in turning

from one job to another
(c) Work to plans, schedules, checklists etc
(d) Taking advantage of work patterns

(e) Follow up tasks:
• Check on the progress of an operation
• Checking the task is completed when the deadline is

reached
• Check payments are made when they fall due

• Retrieve files relevant to future discussions, meetings,
correspondence.

Activity 5   (30 minutes)
Choose a task or event that needs planning.
(a) Make a checklist
(b) Re-arrange items in order of priority and time sequence
(c) Estimate the time for each activity and schedule it, working

back from a deadline
(d) Prepare an action sheet
(e) Draw a, chart with columns for time units, and rows for

activities
(f) Decide what items may have to be ‘brought forward’ later

and how

Scheduling
Scheduling is where priorities and deadlines are planned and
controlled. A schedule establishes a timetable for a logical
sequence of tasks, leading up to completion date.
(a) All involved in a task must be given adequate notice of

work schedules.
(b) The schedules themselves should allow a realistic time

allocation for each task.
(c) Allowance will have to be made for unexpected events.

(d) A deadline is the end of the longest span of time which
may be allotted to a task, ie the last acceptable date for
completion. Failure to meet them has a ‘knock-on’ effect
on other parts of the organisation, and on other tasks
within an individual’s duties. Diary entries may be made on
appropriate days (eg: - ‘Production completed?’ ‘Payment
received?’ ‘Bring forward file x’ ‘One week left for
revision’).

A number of activities may have to be undertaken in sequence,
with some depending on, or taking priority over others.
(a) Activity scheduling provides a list of necessary activities

in the order in which they must be completed. You might
use this to plan each day’s work.

(b) Time scheduling adds to this the time scale for each activity,
and is useful for setting deadlines for tasks. The time for
each step is estimated; the total time for the task can then
be calculated, allowing for some steps which may be
undertaken simultaneously by different people or
departments.

Work programmes and other aids to planning
From activity and time schedules, detailed work programmes
can be designed for jobs, which are carried out over a period of
time. Some tasks will have to be started well before the
deadline, others may be commenced immediately before, others
will be done on the day itself. Organizing a meeting, for
example, may include:
Step 1. Booking accommodation two months before
Step 2. Retrieving relevant files one week before
Step 3. Preparing and circulating an agenda 2-3 days before
Step 4. Checking conference room layout the day before
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Step 5. Taking minutes on the day
The same applies to stock ordering in advance of production
(based on a schedule of known delivery times), preparing
correspondence in advance of posting etc.
Once time scales are known and final deadlines set, it is possible
to produce job cards, route cards and action sheets.

Activity Days before Date Begu1l Completed
1 Request file 6 3.9
2 Draft report 5 4.9
3 Type report 3 6.9
4 Approve report 1 8.9
5 Signature 1 8.9
6 Internal messenger same day 9.9

Longer-term schedules may be shown conveniently on charts,
pegboards or year planners, holiday planners etc. These can be
used to show lengths of time and the relationships between
various tasks or timetabled events.

Work allocation

Managers and supervisors divide duties and allocate them to
available staff and machinery. Here are all the considerations.
(a) General tasks. Some tasks (e.g. filing, photo-copying) may

not have the attention of a dedicated employee. Who will
do the work, and will it interfere with their other duties?

(b) Peak periods in some tasks may necessitate re-distribution
of staff to cope with the workload.

(c) Status and staff attitudes must be considered. Flexibility
in reassigning people from one job to another or varying
the work they do may be hampered by an employee’s
perception of his or her own status.

(d) Individual temperaments and abilities may differ.
(e) Planning should allow for flexibility in the event of an

employee proving unfit for a task, or more able than his
present tasks indicate.

(f) Efforts will have to be coordinated so that all those
involved in a process (e.g. sales orders) work together as a
team or a number of groups.

Projects
A project is ‘an undertaking that has a beginning and an end
and is carried out to meet established goals within cost,
schedule and quality objectives’ (Haynes, Project Management).
The difference between project planning and other parts of
planning is that a project is not a repetitive activity.

Characteristics of Projects

• Specific start and end points
• Well-defined objectives
• The project endeavor is to a degree unique and not

repetitious
• The project usually contains costs and time schedules
• A project cuts across many organisational and functional

boundaries

Examples of Projects

Project Comment
Building and
Construction

Management

Supervision

Any building project, such as the construction 
of ‘Cyberjaya’, a new high-tech city in Malaysia.

Development of an information system.

Installing new machinery

The job of project management is to foresee as many dangers
as possible, and to plan, organize and control activities so that
they are avoided.

Projects have to be
coordinated. A
project manager's
duties are outlined
below: Duty

Comment

Outline project
planning

Detailed planning

Teambuilding

Communication

Coordinating
 project activities

Monitoring and
 Control

Problem –
resolution

Quantity control

• Developing project targets such as 
overall costs or timescale (e.g.
project should take 20 weeks).

• Dividing the project into activities 
(e.g. analysis, programming,
testing), and placing these
activities into the right sequence, 
often a complicated task if
overlapping.

• Developing the procedures and
structures, manage the project
(e.g. plan weekly team meetings, 
performance reviews etc).

Identifying the tasks, resource requirements, 
network analysis for scheduling.

The project manager has to meld the various 
people into an effective team.

The project manager must let superiors 
know what is going on, and ensure that
members of the project team are properly 
briefed.

Between the project team and users, and
other external parties (eg suppliers of
hardware and software).

The project manager should estimate the
causes for each departure from the standard, 
and take corrective measures.

Unforeseen problems may arise, and it falls 
upon the project manager to sort them out, 
or to delegate the responsibility for so doing 
to a subordinate.

There is often a shortsighted trade-off
between getting the project out on time and 
the project's quality.
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D. Controlling: Making Sure the Work is Done
Properly

• Keeping records of total time worked on the section
• Deciding when sub-standard work must be re-done
• Attending progress control meetings
• Dealing with trade union representatives
• Dealing with personal problems of staff
• Disciplining staff (for late arrival at work and so on)
• Counseling staff
• Ensuring that work procedures are followed
• Ensuring that the quality of work is sustained to the

required levels
• Ensuring that safety standards are maintained
• Checking the progress of new staff/staff training, on-the-

job training
• Co-ordination the work of the section with the work of

other sections
• Ensuring that work targets are achieved, and explaining the

cause to senior management of any failure to achieve these
targets

E. Motivating employees, and dealing with others: appraisal
• Dealing with staff problems
• Dealing with people in other sections
• Reporting to a senior manager
• Dealing with customers
• Motivating staff to improve work performance
• Applying disciplinary measures to subordinates who act

unreasonably or work badly
• Helping staff to understand the organisation’s goals and

targets
• Training staff, and identifying the need for more training
F. Communicating
• Telling employees about plans, targets and work schedules
• Telling managers about the work that has been done
• Filling in reports (for example absentee reports for the

personnel department)
• Writing memos, notes and reports
• Passing information between employees and managers,

and between sections
• Collecting information and distributing it to the other

persons interested in it.
• Keeping up-to-date with developments

G. ‘Doing’

• Doing operations work
• Standing in for a senior manager when he or she is on

holiday or otherwise absent
• Giving advice to others to help solve problems

Activity 4   (15 minutes)
Look at the job of the supervisor (or similar position) in an
office (your own job, if you are in such a position).(a) Iden-
tify the (i) managerial and (ii) technical aspects of the job, and
list as many as you can. Think of the duties they entail.(b)
Get hold of a copy of the job description of a supervisory job
(or have a look at one1n the organisation manual). Does it bear
any relation to the list you compiled yourself? Is it a realistic
description of the actual work of the supervisor? Is the
‘supervisory’ part of the job well defined (as compared with the
technical part)? Are there targets or standards, and training
requirements?(c) Consider your own experience of promotion
to a supervisory post (or ask your supervisor). What prepara-
tion, training, coaching, and/or advice the manager for this first
step into managerial work gave - was it ‘sink or swim’?

Power And Authority
Organisations feature a large number of different activities to be
coordinated, and large numbers of people whose co-operation
and support is necessary for the manager to get anything done.
As you have probably noticed if you have worked for any
length of time, organisations rarely run as clockwork, and all
depend on the directed energy of those within them.
Thus to be really effective in getting work done and targets
fulfilled on time, a manager has to possess certain powers.

Definition
Power is the ability to get things done.
A manager without power, of whatever kind, cannot do his/
her job properly, and this applies to supervisors too. Power is
not something a person has in isolation: it is exercised over
other individuals or groups.

Type of Power

Type of power Description
Physical,
coercive
  power

Resource power

Legitimate or 
 position power

Expert power

Personal power

Negative power

This is the power of physical force or punishment. Physical 
power is absent from most organisations, but organisations can 
sometimes use hidden forms of coercion to get what they want

Access to or control over valued resources is a source of power. 
For example, managers have a resource of information or other 
contacts. The amount of resource power a person has depends 
on the scarcity of the resource, how much the resource is 
valued by others, and how far the resource is under the 
manager's control

This is power associated with a particular job or position in the 
hierarchy. For example, your boss has the power to authorize 
certain expenses, or organize work. This is equivalent to
authority

A person may have power if his/her experience, qualifications 
or expertise are recognized. Typically, accountants have a type 
of expert power because of their knowledge of the tax system.

A person may be powerful simply by force of personality, -
which can influence other people, inspire them etc.

This is the power to disrupt operations, such as strike, refusal to 
communicate information
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A case analysis:
The BHU has got a new VC who has come from a University
from south. The VC has high vision but a low esteem. The
admin. Team is active, but unmindful. Being new he tend to
depend upon the ad-hoc team consisting of the registrar, the
controller and other higher officials deputed on assignments
from teaching communities. Employees have stated that the
VC is revengeful. This has led to apprehension in the mind of
the people working in the office.
The VC has issued several modifications through his registrar,
which were further reviewed and revised without the knowledge
of the VC. When the review team discarded earlier modifica-
tion, the registrar was blamed for not consulting the VC. The
executive council was never taken into confidence.

Questions:

1. What is the problem in BHU?
2. What are the bases of power on BHU in the case?
3. Discuss the dependence between the VC and Registrar.
Power versus Authority: Definition
Authority is the right of a person to ask someone else to do
something and expect it to be done. Authority is thus another
word for position power.
Managerial authority consists of:
(a) Making decisions within the scope of authority given

to the position. For example, a supervisor’s authority is
limited to his/her team and with certain limits. For items
of expenditure more than a certain amount, the supervisor
may have to go to someone else up the hierarchy.

(b) Assigning tasks to subordinates, and expecting satisfactory
performance of these tasks.

Activity 6  (15 minutes)
What types of authority and power are being exercised in the
following case?Marcus is an accountant supervising a team of
eight technicians. He has to submit bank reconciliation state-
ments every week to the chief accountant. However, the
company runs four different bank accounts and Marcus gets a
team member, Dave, to do it for him.Marcus asks Isabella to
deal with the purchase ledger - the company obtains supplies
from all over the world, and Isabella, having worked once for an
international bank, is familiar with letters of credit and other
documentation involved with overseas trade. Isabella has
recently told Marcus that Maphia Ltd, a supplier, should not be
paid because of problems with the import documentation,
even though Marcus has promised Maphia to pay them..Marcus
is getting increasingly annoyed with Sandra who seems to be
leaving Marcus’s typing until last, although she says she has
piles of other work to do. Like reading the newspaper,’ thinks
Marcus, who is considering pulling rank by giving her an oral
warning.

Types of Authority:

Definitions

Responsibility and Accountability

Definitions

Responsibility is the obligation a person has to fulfill a task,
which (s) he has been given.Accountability is a person’s
liability to be called to account for the fulfillment of tasks they
have been given. (Activity: If you as a group of 5 are to finish
an industry project within 10 days, tell me what will be your
responsibility and how can one assess each one of your
accountability towards the successful completion of the project.)
You might be a bit confused by the various terms. They are
related bur they mean different things. But just keep in mind:

Comment
You are given
authority to do
something

You are responsible
for something

You are accountable
to someone,

As a supervisor, you have the authority to plan 
command and control the work of your team, 
within certain limitations.

Your boss has left you in charge of the team. 
He says 'I'd like you to get a balance sheet and 
P & L prepared by 6pm tonight.' That is your 
responsibility. You are busy on other things, 
but you give the balance sheet to one team 
member and a P & L to the other.

You give the completed balance sheet and P & 
L to your boss who is annoyed that some of 
the figures don't agree. You are accountable to 
the boss: you cannot blame your subordinates; 
you were given the task, and the authority to 
make sure it was done. As head of the
department you are accountable for what they 
do.

Activity 7  (5 minutes)
Can a person delegate responsibility, authority and accountabil-
ity to a subordinate?

Responsibility without Authority
In practice, matters are rarely as clear-cut, and in many
organisations responsibility and authority are:

Comments

Not clear 

Shifting

When the organisation is doing something new or in a 
different way, its existing rules and procedures may be out 
of date or unable to cope with the new development. 
Various people may try to 'empire build'. The managers 
may not have designed the organisation very well.

In large organisations there may be real conflict between 
different departments; or the organisation may, as it adapts 
to its environment, need to change.

Don’t skip this activity, as the issues it covers are important.
Having completed the activity, you should have some idea of
the subject matter of the next two sections.

Activity 8  (15 minutes)
You have just joined a small accounts department. The financial
controller keeps a very close eye on expenditure and, being
prudent, believes that nothing should be spent that is not
strictly necessary. She .has recently gone on a three-week holiday
to Venezuela. You have been told that you need to prepare
management accounts, and for this you have to obtain informa-
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tion from the payroll department in two weeks time. This is
standard procedure. However, there are two problems. One of
the other people in your department has gone sick, and a
temporary replacement will be needed very shortly. The
personnel department say: ‘We need a staff requisition from the
Financial Controller before we can get in a temp. Sorry, you’ll
just have to cancel your weekend’. The payroll department is
happy to give you the information you need, except directors’
salaries, essential for the accounts to be truly accurate.What is the
underlying cause of the problem and what, in future, should
you ask the Financial Controller to do to put it right?
Summary of the lesson: Now let us refurbish what we have
covered in this lesson.
• Organisations typically employ managers to direct them.

The classic functions of managers were: planning,
organizing, commanding, co-ordinating and
controlling (Fayol). In businesses, we can add the need to
achieve economic results.

• A manager’s job is not clear-cut and systematic in practice.
More recent descriptions of the manager’s role (Mintzberg)
describe interpersonal roles (figurehead, leader, liaison),
informational roles (monitor, disseminator,
spokesperson) and decisional roles (entrepreneur,
disturbance-handler, resource allocator, negotiator).

• The supervisor is at the first level of management, being
closest to operational work. A supervisor is a person
normally selected to take charge of a group of people or
special task to ensure that work is carried out satisfactorily,
as well as fulfilling his or her own tasks.

• Supervisors often have to plan the use of resources in
their section and schedule activities to ensure that work is
done on time, to standard and to budget. Supervisors
might act as project managers: a project is a defined task
with a beginning and an end point.

• Power is the ability to get things done.
• There are many types of power in organisations: position

or legitimate power, expert power, personal power,
resource power and negative power are examples.

• Authority is related to position power. It is the right to
take certain decisions within certain boundaries.

• A person with responsibility is given a task to get done.
Such a person must have the necessary authority to
command resources and staff to get the job. Responsibility
without authority is stressful for the individual.

Exercises:
1) Discuss the major managerial functions.
2) What are the three managerial roles according to

Mintzberg?
3) Interview 2 local businessmen and ask them how they

learned about managing. Ask them how do they differ
from their fathers’ way of managing. Probe to find whether
they read books on management and if yes, which ones.
Try to find how these books have helped them to manage.
Discuss in the class.

4) Who is a Supervisor? Discuss their features and functions.
5) What is a Project? Discuss the role of the Project Manager

or supervisor.
6) Have you been involve in a project? Give details.
7) Differentiate between an individual and a group project.
8) What are the types of power? Give examples.
9) As a student, what kind of power do you enjoy? What all

bases of power can you possess as an individual. Give
examples. Can you show this your facilitator (we are
nowadays called facilitator and not teachers!!)  in the form
of a role-play???

10) Can you any enumerate the political implications of power
acquisition?

11) It has been stated: “the political power game is very real in
today’s world.” Explain this statement in terms of your
first hand experience you have had.

12) Think back to a time during a lecture when the instructor
presented a strong point of view on a particular issue. Did
that influence you in any way? What made it persuasive or
not persuasive? Explain in the light of power.

13) What is your responsibility and accountability being
students of University? And please prepare a list of
responsibility and accountability of a facilitator, as you
perceive as a student.
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Lesson -23

Planning, and work orientation in 
Organisations 

Management 

'getting things done through other
people'.

Managerial functions given by 
Henri Fayol

�Planning for the future
�Organizing the work
�Commanding
�Co-coordinating
�Controlling

Managerial Roles: by Mintzberg

�Interpersonal,
�Informational
�Decisional
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The Supervisor

'A supervisor is a person    selected by 
middle management to take charge of a
group of people, or special task, to ensure 
that work is carried out satisfactorily ... the 
job is largely reactive dealing with
situations as they arise, allocating and
reporting back to higher management.'

What do supervisors do?

�Planning
�Organizing and overseeing the work of 

others
�Controlling
�Motivating employees, and dealing with 

others: appraisal
�Communicating

Work planning

“It is the establishment of work 
methods and practices to ensure
that predetermined objectives are
efficiently met at all levels.”

Work planning consists of :

�Task sequencing or prioritization
�Scheduling or time tabling tasks
�Establishing checks and controls
�Contingency plans
�Coordinating the efforts of individuals
�Reviewing and controlling performance
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Power

Power is the
ability to get
things done.

Power is not 
something a 
person has in 
isolation; it is 
exercised over 
other individuals 
or groups.

Types of power

� Physical, coercive power
� Resource power
� Legitimate or position power
� Expert power
� Personal power
� Negative power

Authority

“Authority is the right of a person to 
ask someone else to do something and 
expect it to be done. Authority is thus 
another word for position power.”

Responsibility and Accountability

Responsibility
Is the obligation(s) a

person has to fulfill a 
task, which he has
been given.

Accountability
Is a person's liability

to be called to 
account for the 
fulfillment of tasks 
they have been 
given.
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The End !!!



185
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Empowerment in India

Delegation
Reasons for Delegation

Process of Delegation

Problems of Delegation
Empowerment versus
Delegation

MS 22B - Eddie Corbin, Lecturer 2

Learning Objectives in this Learning Objectives in this 
LessonLesson

By the end of this Lesson, you should be able to learn
about the following:

� The concept of Empowerment
� Techniques in Empowerment
� Latest trend
� The concept and process of Delegation

Empowerment
Dear students, some concepts are really simple; Empowerment
is one of them. Basically, it is about giving power to make
decisions to someone.  It reminds me of a joke: You’ve seen a
flock of birds like ducks or geese or pelicans in the sky and you
find that they always fly in a “V”. Did you ever notice that one
side is always longer than the other? Know why?
Ans: There are more birds on that side.
This is NOT rocket science, and empowerment is not a difficult
concept in and of itself. The difficult part lies in implementing
it.
Lets look at the definition now:
Empowerment is the current term for making workers (and
particularly work teams) responsible for achieving, and even

LESSON 24:
EMPOWERMENT AND DELEGATION

setting, work targets, with the freedom to make decisions about
how they are to be achieved.
Empowerment goes in hand in hand with:
(a) Delayering or a cut in the number of levels (and managers)
in the chain of command, since responsibility previously held
by middle managers is, in effect, being given to operational
workers.
(b) Flexibility,  since giving responsibility to the people closest
to the product -and customer encourages responsiveness - and
cutting out layers communication, decision-making and
reporting speeds up the process.
(c) New technology, since there are more ‘knowledge workers’.
Such people -need less supervision, being better able to identify
and control the mean, clearly understood ends. Better informa-
tion systems also remove --mystique and power of managers as
possessors of knowledge “-information in the organisation.
Reasons for Empowerment
‘The people lower down the organisation possess the knowl-
edge of what is going wrong with a process but lack the
authority to make changes. Those further up the structure have
the authority to make changes, but lack the profound knowl-
edge requires identifying the right solutions. The only solution
is to change the culture of the organization so that everyone can
become involved in the process of improvement and work
together to make the changes.’ (Max Hand)
The change in organisation structure and culture as a result of
empowerment can be shown in the diagram given here:
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The argument, in a nutshell, is that by empowering workers (or
‘decentralizing’ control of business units, or devolving/
delegating responsibility, or removing levels in hierarchies that
restrict freedom), not only will the job be done more effectively
but also the people who do the job will get more out of it.

Case Example
The validity of this view and its relevance to modern trends
appears to be borne out by the approach to empowerment
adopted by Harvester Restaurants, as described in Personnel
Management. The management structure comprises a branch
manager and a ‘coach’, while everyone else is a team member.
Everyone within a team has one or more ‘accountabilities’
(these include recruitment, drawing up rotes, keeping track of
sales targets and so on), which are shared out by the team
members at their weekly team meetings. All the team members
at different times act as ‘coordinator’ to the person responsible
for taking the snap decisions that are frequently necessary in a
busy restaurant. Apparently all of the staff involved agrees that
empowerment has made their jobs more interesting and has
hugely increased their motivation and sense of involvement.

Who is This Someone and What does he Have the
Power To?
The answer to this question is that the employees have the
power to take decisions. They have the power to involve
themselves in the decision concerning them.  Technically
speaking the meaning of empowerment is to make a person
eligible for discharging his duties in a socially desirable manner
so that he can get his proper entitlement, status and recogni-
tion.
In other words true meaning of empowerment is to give the
person best guidelines and directions.  Empowerment does not
mean just giving authority.  In true sense empowerment is
participation of people in decision-making.  Having understood
the meaning of empowerment, you will agree that empower-
ment will enable the employee to contribute more to the
organisation and he will assert himself in a more meaningful
way.
This helps in keeping employees motivated, charged, involved,
and to develop the self-confidence.  In modern democracy
empowerment of the local self-government like panchayats,
municipal corporations help in solving their problems amicably
and strengthen the base of participative process.  Women
empowerment is also part of it, which is a more discussed
subject currently in our country.
Steps involved in employee empowerment are:
1. Involving your employees while making key decisions in the
company:
In most companies, key decisions are made at the top manage-
ment level only. The decision reaches the lower level employees
only after they reach the execution stage. This doesn’t give
employees the opportunity to contribute their ideas to the
company. Brainstorming on issues is done only among the top
management and left at that.
Employee morale can be kept on a constant high if they are
made a part of the decision making process. Although keeping
such processes at the top management level eliminates high risk,

such long-term association with employees needs to be a part
of the decision making process.
2. Pay back satisfactorily for the contributions made by them:
Allowing employees to take part in the planning process is the
first step but appreciating their contributions made to the
company is the follow up. Rewarding employees ensures their
active participation in company affairs on an ongoing basis. This
is beneficial for employers as well as the employees. By doing so,
employees feel empowered and give in their best to the
company.
Lack of appreciation of employees’ efforts can reflect in the
turnover rate too. When employees feel neglected at work place,
the chances are few that they remain loyal to the company.
When employees know that they are being watched over by
their management, they try and repeat improved performance
over and over again.
3. Provide training support:
Employees feel more confident and can take on additional
responsibilities if the company gives them the right training
and support. Many a time employees have the potential to
perform certain tasks but may lack the technical expertise to do
so. Management should intervene at such times and ensure that
the right assistance is provided to them. This also increases their
level of commitment towards the organisation.
It is also the management’s responsibility to encourage
employees to ask for such training support. Transparent
working organisations allow such flexibility in working
conditions.
4. Changing attitudes:
Empowering employees with a positive attitude may prove far
more beneficial to both parties. Instead of criticizing employees
on what they do not know, it pays to find out where they are
facing a problem. Turning to employees while in a crisis ensures
a long-term association with them.
When employees are allowed to explore, innovate and imple-
ment, the organisation becomes a place with highly confident
employees. It is impossible not to find success at such work
places.
Key benefits of Empowerment:of Employee Empowerment4

1. The organization: harnesses individual talents to the full.
Changes the managers’ mind-set and leaves them with more
time to engage in broad-based thinking, visioning, and
nurturing.
2. The department / team: becomes more enthusiastic, active,
and successful. Facilitates teamwork and harnessing of collective
power of employees.
3. Employees: entrusted new responsibilities and are stretched
beyond what they previously thought they could achieve.
Releases the individual wisdom, creativity and energy of
employees .

Empowerment in India:

In India empowerment is predominantly practiced in the
following forms:
• Works Committee
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• Joint Management Councils also known as JMC
• Worker Director
• Shop and Joint Councils
• Quality Circle
Let us discuss them one by one.

(1) Works Committees (1947):
The Industrial Disputes Act, 1947, provides for the setting up
of bipartite works committees as a scheme of workers participa-
tion in management that consist of representatives of
employers and employees.
Their functions include discussion of conditions of work like:
• Lighting
• Ventilation
• Temperature
• Sanitation
• Water supply for drinking purpose
• Provision of canteens
• Medical services
• Safe working conditions
• Administration of welfare funds
• Educational and recreational activities

(2) Joint Management Councils (JMCS 1958)
The Second Five-Year Plan recommended the setting up of
joint councils of management consisting of representatives of
w the following are the important functions of JMCs:
a. to be consulted on matters like standing orders, retrench-
ment, rationalisation, closure, reduction of operations etc.
b. to receive information to discuss and offer suggestions.
c. to shoulder administrative responsibilities like maintaining
welfare measures, safety measures, training schemes, working
hours, payment of rewards etc.

(3) Worker Directors (1970):
Following the recommendations of Administrative Reforms
Commission the Government has
accepted that representatives of workers be taken on the Board
of Directors Public Sector Undertakings.
It was introduced in Hindustan Antibiotics Ltd., Hindustan
Organic Chemicals Ltd., National Coal Mines
Development Corporation, BHEL, National Textile Mills,
Newsprint and Paper Mills etc.  The Worker
Director was supposed to be elected by all the workers of the
company through secret ballot.
Please note that after the nationalization of banks, the Govern-
ment advised all nationalized banks to appoint employee
directors to their Boards – one representing employees and the
other representing officers – having tenure of 3 years.  The
scheme required verification of Trade Union Membership,
identification of the
representative union and the selection of a worker director who
is chosen out of a panel of three names

furnished to the Govt. by the representative union within a
prescribed period.
In some of the banks, the scheme could not be introduced
smoothly after 1971 owing to the
difficulties in verifying union membership figures.

(4) Shop and Joint Councils (1975 and 1977):
The 1975 scheme has come into existence after the emergency
has declared in June 1975.  It
has envisaged the setting up of shops councils at the shop/
departmental level and joint
councils at the enterprise level.
These were to be introduced in manufacturing and mining
units employing 500 or more workers – whether in public,
private or co-operative sector.
It was decided that the Council shall function for two years and
will meet regularly to discuss matters relating to the following
factors:
• Safety
• Discipline
• Physical working conditions
• Welfare measures
• Productivity norms and targets
• Absenteeism
• Flow of communications etc.

(5) Quality Circles (QC)
Quality circle is made up of a small group of people belonging
to the same department of an organisation,
who after receiving training take up solving quality and produc-
tivity related problems of their units.
Quality Circles follow several sequential steps to identify, analyze
and solve quality related problems.  The process runs thus:
a) Identify problems: Initially members are asked to express
their views regarding the problems in a work area. All such vies
are recorded on a piece of paper without raising any objections.
After several such sittings certain important issues surface. Now,
the filtration process starts.
Problems relating to another area, union- related matters,
problems where the members do not have necessary response,
experience and knowledge, individual grievances etc. are
eliminated from the list. Only the most important ones are
picked up for further processing. The leader facilitates discus-
sions alone desired lines and helps in identifying most pressing
problems that demand the attention of members.  Members
may occasionally think that the circle has run out of problems
then everything goes on smoothly. It is at this point the leader
must organize another brain storming session to generate ideas.
b) Analyse Problems: Members are now expected to focus on
the identified problems, analyse them thoroughly and find out
the impact of such problems on the organization. The process
of the problem and likely impact are ascertained using diagrams
charts, etc. With support from other departments, the validity
of each cause is examined thoroughly.
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And what could be the last step?
Obviously, putting forth the solutions.
c) Recommend Solutions: Once the important causes of the
problem and the likely impacts are identified, a set of viable
solutions is presented before the management through the
steering committee.  In the management presentation the leader
and members describe to their manager – what project they
have been working on and what recommendations they wish to
make. Supporting charts and tables are appended to the
recommendation.

Latest Trend: an excerpt from an article
“Empowerment, using skills and competence management”
Organizations are in depth investigating how to implement
various techniques to create a setting for the empowerment of
the workforce in order to increase competitive advantage,
innovation, and effectiveness. Various factors are to be consid-
ered for an implementation to be successful like structure,
strategy, environment, technology, and culture.
But most of all an organization must first analyze its business
processes as a result of the organizations objectives and
decompose these processes into business tasks that are of
primary concern for the organizations core activities.
Why is this?
Every organization has a pool of knowledge from past
experiences, individual know-how and work processes.  If an
organization wants to create an empowerment structure it must
be able to set up an architecture that facilitates its knowledge
concerning the skills and competences of its workforce. The
organization must know what it wants to empower. On the
other hand employees must know what skills and competency
profiles are defined for the various tasks within the company
and must be able to perform some kind of matching that will
support them in choosing the right development. The em-
ployee must know which direction to go for empowerment.
But we don’t want to go back to the detailed function descrip-
tions that strangle flexibility and choke the potentials of the
employee. Therefore flexible and generic profiles have to be
created that provide an 80% fit. These profiles provide the
organization with a framework of skills and competences
descriptions to support its core business and they provide the
employee with a broad overview of the desired competence and
the skill-sets to obtain for his/her personal career development.
There is still a lot to be done considering the survey in Bain’s &
Co’ s annual review of management techniques  announcing
today only 27% of organizations said they use practices that
explore the knowledge captured in the organization.
Of course skills and competence profiles are not the only
internal tool to support empowerment. Also related topics like
career development, performance appraisal and development are
part of the empowerment infrastructure. But these tools base
their power on the skills and competence profiles. Development
for instance becomes an ad-hoc action if it is not derived, based
on or focused towards skills and competence profiles.

This article focuses on a method for an organization to define
these profiles, but first some attention is given to necessary
steps that precede this process.
Beware!!!!  Implementation of skills and competence profiles is
intensive and costly. If the organization has over 100 employees
it is necessary to support implementation with a specific IT
solution or a Human Resource Management Information
System.

Project initiation
Before you start with the implementation of skills and
competence management you have to go through a number of
steps. Let me summarize these steps.
• Construct a business case. In the business case the merits

and pitfalls are defined. Building a business case for the
implementation of competence management processes is
difficult, because the many benefits that can be achieved are
often difficult to quantify. In many cases, the successes that
can be achieved may be attributable to a number of other
indirectly related processes, causing the success of the
competence management process to be shared, or partially
attributed, to these other processes.

• Project organization and elementary conditions.
Implementing competence management is always a project.
This means that a temporary organization for managing
the project has to be set up. Also elementary conditions
have to be defined. Such a condition is for instance the
availability of a software application that provides sufficient
functionality to support competence management.

• Project plan. Projects are known to have delays, exceed the
budget and provide poor quality, especially if they are not
well planned. It is advisable to use a defined project
method before starting the implementation. There are
several excellent methods available, like PRINCE 2 of
CCTA1[1]

• A communication plan. From the perspective of
empowerment it is of the utmost importance that the
employees feel that competence management is ‘their’ tool
to be able to obtain empowerment. Therefore from the
start extensive communication about the ‘what’, ‘how’,
‘when’ and ‘why’ must take place. Be aware that in the
organization various audiences exist. Some tailoring of the
communication plan is necessary to have the desired impact
on all the employees. Each audience must see the entire
picture in order to understand how the entire business can
benefit.  An abridged form of the business plan should be
presented.

Implementing Competence Management:
Decomposition
Decompose the organizations’ business into the various
processes that are required to operate that business. After the
processes are defined they again are decomposed in the various
tasks necessary to perform the processes.
The next step is to cluster the defined skills and competences
into a limited number of entities that will form the base of the
job profiles. For the various entities levels are defined. Often
organizations lose themselves in detailed definitions. For a large
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consultancy firm it is sufficient to limit the number of levels to
four. More detail chokes the system. Should specific detail be
necessary this can be defined in the skills definitions that in the
following stage are attached to the profiles. Figure 2 provides an
overview how the levels from the various entities are combined
in competence profiles for specific positions that can be matched
with the competence set of the employees who keep the specific
position or want to obtain this position in time.
The last step is to pull the specific level from the skills and
competence framework to construct the job profile. The job
profile created this way reflects the ‘soll’ situation for the
organization.
Figure 1 provides a picture of the architecture to be setup. In
this case the profiles are oriented towards jobs.
Figure 1 Empowering the employee by skills and competence
management.
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Entities to define in the skills and competence dictionary:
The entities that are part of the competence dictionary are the
result of the objectives of the organization. Therefore, al-
though they have a highly generic character, the following
entities cannot be simply copied for each organization. These
entities were defined for a consultancy firm.
The following entities can be defined:
1. Professional knowledge. This means the level of technical/
professional expertise in a specific function to customer issues,
day-to-day operational tasks, projects, development of new
products/services and business opportunities. This competency
covers building, maintaining and developing technical expertise.
2. Orientation. This means the ability to create professional
internal and external customer relationships adding surplus
value to the customer and lead to long term, profitable
relationships and expansion of business. This competency
covers understanding customer needs, delivering service to meet
or exceed expectations and quality standards and building solid
mutually respectful business partnerships. The term customer is
used to include end-user customers, suppliers and partners.
3. Relationships. This means establishing effective interper-
sonal relationships between individuals and across cultures.
This competency covers understanding of diversity, sensitivity
to others and networking.
4. Coaching. This means the ability Developing skills, knowl-
edge and performance of others in order to build the
organization’s capability. This competency covers providing
coaching/guidance, giving feedback to build understanding, and
sharing information/knowledge with others.
5. Leadership. This means the ability to focus on the achieve-
ment of goals and to monitor to ensure results are achieved.
This competency covers goal setting, monitoring and measur-
ing.
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6. Communication. This means creating common understand-
ing and conveying information accurately, both verbally and in
writing. This competency covers speaking and writing effectively,
active listening, involving and influencing others in a global
business context.
7. Business awareness. This means the level of understanding
the business economics, customer markets and the organization
and operating environment to ensure the organization’s
financial success. This competency covers understanding the
market and customers, knowing the business and understand-
ing the impact on costs and profitability.
8. Adapting to and management of change. This means the
ability to adapt to changes in strategies and the organizational
environment. This competency covers flexibility, the ability to
identify the need for and assess the benefits of change and the
management of change.
9. Analysis and decision-making. This means collating
information, Identifying issues and critical relationships,
weighing the evidence. Assessing options for resolving problem
situations and making judgment on optimum course of action.
This competency covers diagnosis, investigation, analysis and
the ability to devise creative practical solutions and decision-
making.
10. Planning and organizing.  This means devising plans to
achieve desired results with the most effective and efficient use
of time and resources, organizing activities according to
priorities and the need for co-ordination and co-operation with
others. This competency covers planning and prioritizing,
attending to quality issues and monitoring progress.
Additional remarks
Although the objective is to use the Competence management
to empower the workforce, it will be obvious to any employee
that it also provides the ability to identify employees that are
lacking in necessary skills. Especially if the organization in the
past has met situations of intensive change, like restructuring or
downsizing, this may have a dramatic effect on both morale and
the validity of the collected data. Employees (and their manag-
ers) may purposely indicate higher assessments in order to
‘protect’ their jobs.  Alternatively, assessments may purposely be
indicated at lower levels or even not provided where employees
don’t want to be called upon to utilize less desirable skills.
Managers, trying to protect their coveted employees may
purposely provide (or direct their employees to provide) less
data in order not to lose employees to other projects.
Therefore much attention must be given to the steps involved
in Project Initiation. Especially communication from the very
beginning of the process is essential.

Activity
find out what are the different ways adopted by the govt. of
India to empower people. And what is the latest trend in
empowerment in the organized sector?

Delegation
It is impractical for the supervisor to handle all of the work of
the department directly. In order to meet the organization’s
goals, focus on objectives, and ensure that all work is accom-

plished, supervisors must delegate authority. From your earlier
courses you might have learnt that- authority is the legitimate
power of a supervisor to direct subordinates to take action
within the scope of the supervisor’s position. By extension,
this power, or a part thereof, is delegated and used in the name
of a supervisor.
Delegation is the downward transfer of formal authority from
superior to subordinate. The employee is empowered to act for
the supervisor, while the supervisor remains accountable for the
outcome. Delegation of authority is a person-to-person
relationship requiring trust, commitment, and contracting
between the supervisor and the employee.

Definition
De1egation of authority is when a superior gives to a subordi-
nate part of his or her own authority to make decisions.
Students please note that delegation can only occur if the
superior initially possesses the authority to delegate; a subordi-
nate cannot be given organisational authority to make decisions
unless it would otherwise be the superior’s right to make those
decisions personally!!
The supervisor assists in developing employees in order to
strengthen the organization. He or she gives up the authority to
make decisions that are best made by subordinates. This means
that the supervisor allows subordinates the freedom to make
mistakes and learn from them. He or she does not supervise
subordinates’ decision-making, but allows them the opportu-
nity to develop their own skills. The supervisor lets
subordinates know that he or she is willing to help, but not
willing to do their jobs for them. The supervisor is not
convinced that the best way for employees to learn is by telling
them how to solve a problem. This results in those subordi-
nates becoming dependent on the supervisor. The supervisor
allows employees the opportunity to achieve and be credited for
it.
An organization’s most valuable resource is its people. By
empowering employees who perform delegated jobs with the
authority to manage those jobs, supervisors free themselves to
manage more effectively. Successfully training future supervisors
means delegating authority. This gives employees the concrete
skills, experience, and the resulting confidence to develop
themselves for higher positions. Delegation provides better
managers and a higher degree of efficiency. Thus, collective
effort, resulting in the organization’s growth, is dependent on
delegation of authority.
At the start of the lesson, we had covered the concept of
Empowerment.  Lets see the difference between, Empower-
ment and Delegation.
• Delegation is an old idea used in the traditional

management model. The idea was to make sure that
responsibility and authority were equal for every job. When
delegation was implemented correctly, people had the
authority that they needed to execute their responsibilities.
Limitations of this approach: assigning authority does not
mean that someone has the ability, motivation, and
understanding necessary to perform.
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• Empowerment is a core concept of the new management
model. In the new-generation adaptive organization,
delegation is replaced by empowerment, and responsibility
by ownership. Authority and responsibilities are formal
aspects or organizing. They are based upon organizational
properties and not individual capabilities. Empowerment
and ownership are social aspects of organizing, They are
based on efficacy and initiative, and not just on roles and
requirements. They belong to people.

Responsibility and Accountability
Equally important to authority is the idea that when an
employee is given responsibility for a job, he or she must also
be given the degree of authority necessary to carry it out. Thus,
for effective delegation, the authority granted to an employee
must equal the assigned responsibility. Upon accepting the
delegated task, the employee has incurred an obligation to
perform the assigned work and to properly utilize the granted
authority. As we have already discussed in the earlier lesson,
Responsibility is the obligation to do assigned tasks. The
individual employee is responsible for being proficient at his or
her job. The supervisor is responsible for what employees do or
fail to do, as well as for the resources under their control. Thus,
responsibility is an integral part of a supervisor’s authority.
Responsibilities fall into two categories: individual and organi-
zational. Employees have individual responsibilities to be
proficient in their job. They are responsible for their actions.
Nobody gives or delegates individual responsibilities. Employ-
ees assume them when they accept a position in the
organization. Organizational responsibilities refer to collective
organizational accountability and include how well departments
perform their work. For example, the supervisor is responsible
for all the tasks assigned to his or her department, as directed by
the manager.
Let us touch up upon another term that is accountability. This
also we have come across in a earlier lesson. When someone is
responsible for something, he or she is liable, or accountable
to a superior, for the outcome. Thus, accountability flows
upward in the organization. All are held accountable for their
personal, individual conduct. Accountability is answering for
the result of one’s actions or omissions. It is the reckoning,
wherein one answers for his or her actions and accepts the
consequences, good or bad. Accountability establishes reasons,
motives and importance for actions in the eyes of managers and
employees alike. Accountability is the final act in the establish-
ment of one’s credibility. It is important to remember that
accountability results in rewards for good performance, as well
as discipline for poor performance.
Thus, we conclude that Goals in Delegation are as follows:
• Accountability is answering for the result of one’s actions

or omissions.
• Authority is the formal and legitimate right to make

decisions, give orders, and allocate resources.
• Delegation is the downward transfer of formal authority

from superior to subordinate.
• Responsibility is the obligation to do assigned tasks.

Reasons for delegation
Managers and supervisors must delegate some authority
because:
(a) There are physical and mental limitations to the

workload of any individual or group in authority.
(b) Managers and supervisors are free to concentrate on the

aspects of the work (such as planning), which only they
are competent (and paid) to do.

(c) The increasing size and complexity of some
organisations calls for specialization, both managerial and
technical.

However, by delegating authority to assistants, the supervisor
takes on the extra tasks of:
• Monitoring their performance
• Coordinating the efforts of different assistants.
Process of Delegation:

Step 1. Specify the expected performance levels of the
assistant, keeping in mind the assistant’s level of expertise.
Step 2. Formally assign tasks to the assistant, who should
formally agree to do them.
Step 3. Allocate resources and authority to the assistant to
enable him or her to carry out the delegated tasks at the expected
level of performance.
Step 4. Maintain contact with the assistant to review the
progress made and to make constructive criticism. Feedback is
essential for control, and also as part of the learning process.

As you can clearly observe that the delegation process has five
phases: (1) preparing, (2) planning, (3) discussing, (4) auditing,
and (5) appreciating. The first step in delegating is to identify
what should and should not be delegated. The supervisor
should delegate any task that a subordinate performs better.
Tasks least critical to the performance of the supervisor’s job can
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be delegated. Any task that provides valuable experience for
subordinates should be delegated. Also, the supervisor can
delegate the tasks that he or she dislikes the most. But, the
supervisor should not delegate any task that would violate a
confidence.
• Preparing includes establishing the objectives of the

delegation, specifying the task that needs to be
accomplished, and deciding who should accomplish it.

• Planning is meeting with the chosen subordinate to
describe the task and to ask the subordinate to devise a
plan of action. As Andrew Carnegie once said, “The secret
of success is not in doing your own work but in
recognizing the right man to do it.” Trust between the
supervisor and employee - that both will fulfill the
commitment - is most important.

• Discussing includes reviewing the objectives of the task as
well as the subordinate’s plan of action, any potential
obstacles, and ways to avoid or deal with these obstacles.
The supervisor should clarify and solicit feedback as to the
employee’s understanding. Clarifications needed for
delegation include the desired results (what not how),
guidelines, resources available, and consequences (good and
bad). Delegation is similar to contracting between the
supervisor and employee regarding how and when the
work will be completed. The standards and time frames are
discussed and agreed upon. The employee should know
exactly what is expected and how the task will be evaluated.

• Auditing is monitoring the progress of the delegation and
making adjustments in response to unforeseen problems.

• Appreciating is accepting the completed task and
acknowledging the subordinate’s efforts.

Remember that ultimate accountability for the task remains
with the supervisor: if it is not well done it is at least partly the
fault of poor delegation, and it is still the supervisor’s responsi-
bility to get it re-done.

Just for laughs: The new management style:

Managing By Delegation to the Secretary:

These managers just delegate everything to the secretary. If He is
good, He knows what she must do.

Problems of delegation
You will find that many managers and supervisors are reluc-
tant to delegate and attempt to do many routine matters
themselves in addition to their more important duties.  The
reason is:
(a) Low confidence and trust in the abilities of their staff:

the suspicion that ‘if you want it done well, you have to do
it yourself.

(b) The burden of accountability for the mistakes of
subordinates, aggravated by (a) above.

(c) A desire to ‘stay in touch’ with the department or team -
both in terms of workload and staff - particularly if the
manager does not feel ‘at home’ in a management role.

(d) Feeling threatened. An unwillingness to admit that
assistants have developed to the extent that they could

perform some of the supervisors duties. The supervisor
may feel threatened by this sense of ‘ redundancy’.

(e) Poor control and communication systems in the
organisation, so that the manager feels he has to do
everything himself, if he is to retain real control and
responsibility for a task, and if he wants to know what is
going on.

(f) An organisational culture that has failed to reward or
recognize effective delegation, so that the manager may not
realise that delegation is positively regarded (rather than as
shirking responsibility).

(g) Lack of understanding of what delegation involves - not
giving assistants total control, or making the manager
himself redundant.

Let us take an example:
As an accountant, you might like the idea of a trust-control
dilemma in a superior--subordinate relationship. The sum of
trust and control is a constant amount:
T + C = Y
Where T= the trust the superior has in me subordinate, and
the trust which the subordinate feels the superior has in him
C = the degree of control exercised by the superior over the
subordinate
Y = A constant, unchanging value
If there is any increase in C (if the superior retains more
‘control’ or authority), the subordinate will immediately
recognize that he is being trusted less. If me superior wishes to
show more trust in the subordinate, he can only do so by
reducing C: by delegating more authority.
Overcoming the reluctance of managers to delegate
(a) Train the subordinates so that they are capable of handling
delegated authority in a responsible way. If assistants are of the
right ‘quality’, supervisors will be prepared to trust them more.
(b) Have a system of open communications, in which {he
supervisor and assistant freely interchange ideas and informa-
tion. If the assistant is given all the information needed to do
the job, and if the supervisor is aware of what the assistant is
doing:
(i) The assistant will make better-informed decisions.
(ii) The supervisor will not panic because he does not know

what is going on.
(c) Ensure that a system of control is established. If

responsibility and accountability are monitored at all levels
of the management hierarchy, the dangers of relinquishing
authority and control to assistants are significantly lessened.

When to delegate:
The question arises what are the conditions when we can
delegate? We need to carry a checklist before we finally delegate.
The questions to be asked before the delegation finalization are
as follows:
(a) Is the acceptance of staff affected required (for morale,

relationships, ease of implementation of the decision etc)?
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(b) Is the quality of the decision most important? Many
technical financial decisions may be of this type, and
should be retained by the supervisor if he or she alone has
the knowledge and experience to make them.

(c) Is the expertise or experience of assistants relevant or
necessary to the task, and will it enhance me quality of the
decision?

(d) Can trust be placed in the competence and reliability of the
assistants?

(e) Does the decision require tact and confidentiality, or, on
the other hand, maximum exposure and assimilation by
employees?

In instances where reference upwards to the manager’s own
superior may be necessary, the manager should consider:
(a) Whether the decision is relevant to the superior: will it

have any impact on the boss’s area of responsibility, such
as strategy, staffing, or the departmental budget?

(b) Whether the superior has authority or information
relevant to the decision that the manager does not possess:
for example, authority over issues which affect other
departments or interdepartmental relations, or information
only available at senior levels.

(c) The political climate of the organisation: will the
superior expect to be consulted, and resent any attempt to
make the decision without his authority?

Activity 9 (15 minutes)
You are the manager of an accounts section of your
organisation and have stopped to talk to one of the clerks in
the office to see what progress he is making. He complains
bitterly that he is not learning anything. He gets only routine
work to do and it is the same routine. He has not even been
given the chance to swap jobs with someone else. You have
picked up the same message from others in the office. You
discuss the situation with Jean Howe the recently appointed
supervisor. She appears to be very busy and harassed. When
confronted with your observations she says that she is fed up
with the job. She is worked off her feet, comes early, goes late,
takes work home and gets criticized behind her back by
incompetent clerks.What has gone wrong?

Summary of the lesson:
• Empowerment takes the process of delegation further. Its

advantages are not simply that it releases managers to do
more important things, but that front line staff are closest
to customers are best able to take decisions concerning
them.

• Responsibility can be delegated, but the person delegating
responsibility still remains accountable to his or her boss
that the job has been done to the right standard.
Accountability is not delegated. .

• Delegation is necessary to get work distributed
throughout the organisation. Successful delegation requires
the resolution of the Trust-Control dilemma. Some
managers and supervisors are reluctant to delegate.

• Successful delegation requires that people have the right
skil1s and the authority to do the job, and are given
feedback.

Article: Classic Course for Effective Delegation
by Arpna Seth

Give up control even if it means the employees have to make
some mistakes - Frank Flores do you know that one of the
hallmarks of an effective manager is the ability to delegate and
entrust responsibility to colleagues, subordinates and peers?
But not everybody can delegate effectively. Delegation is a skill
that needs to be mastered. Very often, delegating work can lead
to unwanted stress, as the end product does not match up to
the desired expectations. Why does this happen? Is it because
of the manager’s inability to explain what is required or is it the
colleague’s inability to carry out that task? Think about it as you
read on. It’s surely not easy to let go and that is probably why
many people are uncomfortable with delegating. They’d rather
do it themselves. There are a few common reasons why you
may find it difficult to delegate:
• You do not want to part with something that you feel you

are owner of.
• You do not communicate well
• You are not very comfortable with the person you are

delegating work to
• You feel that you can do it better.
The reasons can be umpteen but the fact remains if you don’t
delegate work you will have to bear the brunt of the workload.
So all you need to do is rework your own style of working so
that you can become an effective manager. The golden rules
for effective delegation Keep an open mind You must never
harbor emotions like ‘will he be able to do it’ or ‘can I rely on
him to complete the task on time.’ Be open to the other
person’s capabilities and if there is some mismatch in what is
required then it is your job as the boss to help the person
enhance his skill set. Forget ‘I can do it quicker and better’ If
you think that you can do the task quicker and better then you
will never be able to delegate. Accept that each individual is
different and has different styles of working. As long as
deadlines are met and the work to your satisfaction, don’t worry
too much about how it was done. Be clear about your
requirements and write them down It is better to be clear in
your head about what you want done before you convey them
to the delegated person. If you are unclear then you will only
confuse the other person and ultimately the work done will not
be up to the mark. Check what you have outlined Better to be
safe than sorry so check what the other person has grasped
before he gets down to doing the work. Track progress
through email It is important for you to keep a track of the
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work progress so that you know well in time if there are any
problems. A good way of keeping track is making the person e-
mail you the daily work progress. Set a realistic time for
completion of the task It is important to give a date and time
for the completion of the task but set timeframes that are
realistic and can be met. Let people work in their own way
You must learn to give space. Don’t become overbearing. Allow
the other person to explore his own creativity and intelligence.
Don’t be stingy in praise If the task done is good then you
must praise effusively so that you keep the morals high and
spirits soaring high. Give healthy feedback Don’t be accusing
or too critical while giving feedback. Let the discussion be a
healthy one so that the enthusiasm is not dampened and there
is a realization of what needs to be done or improved. Always
believe in constructive feedback. Finally, remember that delega-
tion works only when there is delegation of authority and
power too, otherwise it is meaningless.

Case Discussion:
Art of Delegation
You want a promotion. You want your boss to delegate more
work to you so that you can learn new aspects of the business.
You realize that accepting all assignments that the boss decides
to delegate to you can be beneficial.
But, you realize that there are pitfalls involved in accepting all
delegated assignments. You have heard of the Peter Principle.
(The Peter Principle states that employees who do a good job
will be continually promoted until they have risen to a level of
management at which their skills are no longer suitable for the
new kinds of tasks required. Thus, all employees rise to their
level of incompetence, where they are of no further use to the
organization and need to be bypassed.)
When you are handed a key assignment, here are some critical
questions to ask yourself to determine if you can do it.
• Is this more work than I can handle? The boss may

delegate more work than you can handle. Prepare an action
plan using your most pessimistic estimates of the time
involved in each step of this project. If your deadline is
unrealistic, let your boss know right away that you’ll need
more time. Point out the conflicts in your work schedule
and ask your boss to prioritize your assignments. Note the
agreed upon priorities and deadlines in a memo to your
boss.

• Do I understand the assignment? If the boss hasn’t
made it clear what is really wanted, the chances of making a
mistake are very high. Ask questions until you are clear
about your boss’s expectations. (Don’t worry about
seeming stupid. Use self-disclosure and say, “This may
seem like a stupid question, but…”) If you are unsure
about the objectives of the project, ask your boss to write
them down. Set up a schedule for regular check-ins with
the boss.

• Does the assignment require coordination with other
individuals or departments with whom I do not yet
have a good working relationship? Do I have access to
the equipment, technology, and personnel I’ll need? Make
sure you get the authority to accomplish the job, or the

assignment will seem impossible. If you’ll need money,
computer time, temporary help, or access to confidential
records, ask your boss to be specific about how far you
should go and how much you should spend. Call
suppliers, outside contractors, and the professional
contacts you’ll be using now. Figure out how to negotiate
with - or bypass - anyone that would have a reason to
sabotage your work on this project.

Sometimes is it necessary to say “no” to the boss?
If you are not able to do the assignment well, will your
boss respect your judgment to refuse the assignment?

More Exercises:

1) Discuss the concept of Empowerment in detail?
2) What all goes hand-in-hand with empowerment?
3) Empowerment has a number of benefits.  Can you think

of some disadvantages?
4) Do you think the concept of empowerment can be applied

in your institution? Identify the areas in which
empowerment is needed. Discuss in the class the aims and
ways the students can be empowered.

5) What are the steps involved in empowerment?
6) Different methods of empowerment in India?
7) Can you relate the concept of empowerment to the

theories of motivation? How?
8) What is the concept of participative management? Research

and relate to empowerment.
9) Identify the industries where the empowerment is most

effective. In what form does it exist?
10) What are the reasons behind Delegation?
11) What are the threats involved in Delegation?
12) In a group of 4-5, develop a plan for effective delegation

of the various responsibilities in your institution to the
students.

13) Interview 2 managers to diagnose where the delegation
process in their organisation is weak and how it can be
strengthened.
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Motivating People

Empowerment and Delegation

EMPOWERMENT

“….to make a person eligible for 
discharging his duties in a socially 
desirable manner so that he can get his 
proper entitlement, status and 
recognition.”

Steps involved in employee 
empowerment

• Involving your employees while making key 
decisions in the company

• Pay back satisfactorily for the contributions 
made by them

• Provide training support
• Changing attitudes

Empowerment in India

• Works Committee
• Joint Management Councils also known as 

JMC
• Worker Director
• Shop and Joint Councils
• Quality Circle
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DELEGATION

“Delegation is the downward transfer of 
formal authority from superior to 
subordinate.”

Goals in Delegation 

� Accountability
� Authority
� Delegation
� Responsibility

Golden rules for effective 
delegation

• Keep an open mind 
• Forget 'I can do it quicker and better' 
• Be clear about your requirements and write them down 
• Check what you have outlined 
• Track progress through email 
• Set a realistic time for completion of the task 
• Let people work in their own way 
• Don't be stingy in praise 
• Give healthy feedback 
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MS 22B - Eddie Corbin, Lecturer 2

Learning Objectives in this LessonLearning Objectives in this Lesson

By the end of this Lesson, you should be able to:
� Understand the concept and nature of 

Leadership.
� Identify and differentiate between the various 

theories of Leadership.
� Summarize the key factors which increase 

performance under different leadership style.

UNIT 3
MOTIVATING

CHAPTER 7:
LEADING PEOPLELESSON 26:

LEADERSHIP- AN INTRODUCTION

Dear Students, Who Is A Leader? Can you Name a
Few Great Leaders?
Industrial/Organizational psychologists do not seem to be
able to agree on a definition. One way to understand leadership,
however, is through the differences between a leader and an
authority. Authorities are those who hold formal positions that
give them the power to direct the behavior of their subordi-
nates. Managers, supervisors, and bosses are authorities. They
may or may not also be leaders, depending on whether they rely
solely on their official positions when applying influence on
others. A true leader does not use force and coercion to direct
his or her followers toward a common goal.
Lets see what some famous people have to says about Leaders
and Leadership:

Mr. Narayan Murthy:
Leadership is all about courage, courage to dream big, to take
tough decisions, etc. Second, it is the ability to raise the
aspirations of people and third, to be open minded and to
accept great ideas from different countries and cultures across
the world and fourth, like I earlier said, to recognize that there
are two Indias, rural and urban and to work towards the
growth of both of them.”
A good objective of leadership is to help those who are doing
poorly to do well and to help those who are doing well to do

even better.
—Jim Rohn
Do not wait for leaders. Do it alone, person-to-person.
—Mother Teresa
The final test of a leader is that he leaves behind him in other
men the conviction to carry on
—Walter Lippmann
Leadership is not so much about technique and methods as it is
about opening the heart. Leadership is about inspiration — of
oneself and of others. Great leadership is about human
experiences, not processes. Leadership is not a formula or a
program, it is a human activity that comes from the heart and
considers the hearts of others. It is an attitude, not a routine.
—Lance Secretan
Definition and Meaning of leadership
Leadership is the process of directing and influencing the task
related activities of group members. Mullins (2002) defines
leadership essentially as a relationship through which one
person influences the behaviour or actions of other people.
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.

Did you know???
Mr. Mukesh Ambani, Chairman and Managing Director,
Reliance Industries Ltd. Is ranked 33rd among the Top 50 Most
Respected Business Leaders of the World, tops among the
three Indian CEOs featured in a survey conducted by
PricewaterhouseCoopers and published in Financial Times,
London, January 2003. Credited with having brought about
financial innovations in the Indian capital markets. Pioneered
India’s first forays into overseas capital markets with interna-
tional public offerings of global depository receipts,
convertibles and bonds. Directed Reliance in its efforts to raise,
since 1991, around US$ 2 billion from overseas financial
markets; with a 100-year Yankee bond issue in January 1997
being the high point. Directed and led the creation of the
world’s largest grassroots petroleum refinery at Jamnagar, India,
with a capacity of 540,000 barrels per day integrated with
petrochemicals, power generation, port and related infrastruc-
ture, at an investment of Rs 25,000 crore (nearly US$ 6 billion).

Theories of Leadership
Broadly, there are four distinct categories of leadership theories,
viz.
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1. Traits theory,
2. Behaviorist theory,
3. Contingency theory and
4. Charismatic, transformational and transactional theories of

leadership.

Traits Theory
During the early part of 20th century, researchers were concerned
to identify leaders from non-leaders on the basis of the
individual’s possession of certain skills and personality, social,
physical and intellectual traits. Thus the popular way of defining a
leader often includes the possession of the 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.
But there were a number of problems inherent in the trait
approach. The main criticism against trait theory is that though
few traits have been identified as responsible for increasing the
probability of leader’s success, none of these traits guarantee
success (Robbins 2002). More specifically, the reasons behind
the failure of trait approach are:
• 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

FOR DISCUSSION

? Anyone can 
become a 
good leader

Good
leaders
are born

? Match
leader to 
situation

One
“best
kind” of 
leader

Behaviorist Theory
The inability of traits approach in providing a comprehensive
list of leadership traits as a basis of identifying leaders from
non-leaders led the researchers to look for the ways the effective
leaders are found to behave. This gave rise to the behavioural
theories of leadership, which aim at identifying the effective
styles of leadership. In contrast to the traits approach, which
insists that leaders are born, the basic premises of behavioural
theories are that if specific behaviours can be identified as
effective styles of leadership, people can be trained to become
leaders.

Of the various behavioural studies, three are important, viz.
Ohio studies, University of Michigan studies and Managerial
Grid theories. The table below summarizes the findings of
these studies. Starting with a large number of leadership styles
the researchers finally identified two distinct and mutually
exclusive categories of leader behaviour known differently by
different groups of researchers as ‘initiating structure and
consideration’ (by Ohio studies), employee-centered and
production-centered (University of Michigan Studies), or
employee-centered and production-centered styles (Blake &
Mouton’s Managerial Grid).
Table 1: Summary of Behaviouristic Schools

STUDY TASK FUNCTIONS MAINTENANCE
FUNCTIONS

OHIO
LEADERSHIP
STUDY

INITIATING
STRUCTURE

CONSIDERATION

UNIV. OF 
MICHIGAN
STUDIES

PRODUCTION
CENTRED

EMPLOYEE CENTRED

BLAKE & MOUTON 
STUDY

CONCERN FOR 
PRODN

CONCERN FOR PEOPLE

Just for laughs: A man goes into a pet shop to buy a parrot.
The shop owner points to three identical looking parrots on a
perch and says, “The parrot on the left costs 500 dollars”.
“Why does the parrot cost so much,” asks the man.
The shop owner says, “Well, the parrot knows how to use a
computer”.
The man then asks about the next parrot to be told that this
one cost 1,000 dollars because it can do everything the other
parrot can do plus it knows how to use the UNIX operating
system.
Naturally, the increasingly startled man asks about the third
parrot to be told that it costs 2,000 dollars. Needless to say this
begs the question, “What can it do?”
To which the shop owner replies, “to be honest I have never
seen it do a thing, but the other two call him boss!”

Contingency theories
By early 60’s, researchers in the area of leadership studies came
to acknowledge the importance of situational factors in
identifying the successful leader behaviour. Contingency theories
are based on the assumption that there is no single style of
leadership appropriate to all situations. Here we will review
three contingency theories  which have attracted serious
attention from the researchers in this area, viz. the Fiedler’s
model, Hersey and Blanchard’s situational model and House’s
path-goal theory.
Based on an extensive study of various group behaviour under
different situations, Fiedler proposed a model that asserts that
effective performance of a group depends on  the appropriate
match between the leader’s style of interacting with his/her
subordinates and the degree of control and influence that the
situation provides the leader. He developed a measuring tool
(least- preferred co-worker  questionnaire) to discern the
attitude of the leader, i.e. whether he is task-oriented or people-



200

oriented. Fiedler suggested that leadership behaviour is
dependent on the favourability of the situation. According to
him, there are three major variables determining the situation
and affect the leader’s role and influence. These are as follows.
• Leader-member  relations or the degree to which the

leader is trusted and liked by group members, and their
willingness to follow the leader’s guidance

• Task structure  or the degree to which the task is clearly
defined for the group and the extent to which it can be
carried out by detailed guidelines, and

• Position power or the power of the leader by virtue of
position in the organization, and the degree to which the
leader can exercise authority to influence, say, rewards and
punishment.

According to Fiedler, when the situation is
• very favourable (good leader-member relations,

structured task, strong position power), or
• very unfavourable (poor leader-member relations,

unstructured task, weak position power), a task oriented
leader (with low LPC score) with a directive, controlling
style will be more effective.

When the situation is
• moderately favourable and the variables are mixed, the

leader with an interpersonal relationship orientation (with
high LPC score) and a participative approach will be more
effective.

With knowledge of an individual’s LPC score and an assess-
ment of the three contingency variables, the Fiedler’s model
proposes matching these up to attain maximum leadership
effectiveness. Thus, one can choose the leader who best fits the
situation. The second alternative would be to change the
situation to fit the leader, which could be done by restructuring
the task or increasing / decreasing the control power of the
leader.
Hersey and Blanchard’s Situational Model
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
aparticipating 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.

Charismatic Leadership
Charismatic Leadership is one of the more recent theories on
leadership. Although not many studies have been done so far
to test them, these theories suggest certain different and
interesting ways of looking at leadership.
Charisma is a special characteristic of some leaders. People
usually feel personally attracted to a charismatic leader. And the
attraction can lead to a powerful leadership.
Phenomena that can be observed in charisma include:
1) The followers trust the correctness of the leader’s believes;
2) The followers feel affection to the leader and obey the

leader willingly;
3) The followers feel an emotional involvement in the

mission they are led to do.

KEY LEADER BEHAVIORS

1. Directive (structure)
2. Supportive (consideration)
3. Achievement-oriented (creating and 

defining challenges and opportunities 
to succeed)

4. Participative (involving followers in 
problem-solving and decision-making)

The reasons for charisma to happen are complicated and not
clearly identified. But it is an interesting subject for organiza-
tional psychology, social psychology, and political science.

Point to Ponder:
Are charismatic leaders born or can they be trained?
A few writers use the terms interchangeably, as if they both
mean the same thing. However, Charisma is a form of interper-
sonal attraction whereby followers develop a respect for and
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trust in the charismatic individual. Charismatic leadership
extends beyond behaviors to personal traits that provide
referent power over followers.
Transformational leadership on the other hand is mainly about
behaviors that people use to lead change process. Leaders such
as Jack Welch are transformational.
Another distinction has to be made between transformational
and transactional leadership. Transactional leadership is “manag-
ing” –helping organisations achieve their current objectives
more efficiently, such as linking job performance to valued
rewards and ensuring that employees have the resources needed
to get the job done.
The contingency and behavioral theories adopt the transactional
approach because they focus on leader behaviors that improve
employee performance and satisfaction.
In contrast, transformational leadership is about “leading”-
changing the organisation’s strategies and culture so that they
have a better fit with the surrounding environment. A brilliant
example is Jac Nasser of Ford Motor Company. He is known
to have transformed the company into a more nimble company
focused on shareholder value.

Activity
Can you look back in history till now, and list examples of the 3
leadership perspectives?

Leader: Leadership lessons from the movie Lagaan
Don’t Laugh. While it is not often that movies offer more than
entertainment, ever so often there comes a film which can make
a deep impact and teach us a few things.
The movie is about Bhuvan and his team, who, against all
odds, fight for pride, land and country - and win. It is how one
single person with a passion can make a difference. It is about
the triumph of human spirit, the Indian spirit.
As a movie, Lagaan is something we can all be proud of, made
to perfection by Aamir Khan (producer) and Ashutosh
Gowariker (director). It is different in many respects from the
regular stuff churned out by our film industry. It is a period
film. It was shot in one schedule in Bhuj last year over 4
months. It is long, very long - 3 hours, 40 minutes. It has
British actors who mostly speak English. It has little romance
and no fights. It even has a song in Hindi and English. Lagaan
as a movie is innovation personified. The movie’s heart - the
hour-plus cricket match - was not even disclosed in the pre-
release publicity.
Lagaan is set in the village of Champaner (somewhere in
Central India) in the late 19th century. Yet, it does not seem too
far removed from us in the 21st century.  Each  of us has
someone we know in some Indian village. Many of us still pay
a visit to our native place every once in a while. It is about the
unchanged reality of India - the wait for the rains every year. It is
also about the only sport which matters in India and which each
of us has grown up with - cricket.
Above all, Lagaan is about people. Ordinary, average people,
who are going about their lives - like each of us. Who, when the
moment demands, do extraordinary deeds. It is about the
power of a Team - the muthi (“closed fist”). As a team, they

were fighting for the future of tens of thousands of their
countrymen against a heartless enemy (the British). They had
few resources, and little knowledge of the game of cricket. What
they did not lack was fighting and team spirit, and the will to
win. They were not playing a game; they were fighting a war.
The India of today, too, faces a lot of challenges. If we can learn
from Bhuvan and his bunch of motley cricketers, the New
India that is being built can be a different place, one which
occupies pride of place in the world economy, one which is
respected and feared but not ignored, one in which the commu-
nity and nation come before self, one which Bhuvan’s XI would
have been proud of.

Think of Problems as Opportunities.
When Captain Russell challenges Bhuvan to a cricket match,
Bhuvan accepts it because he knows that there is really no
option. It is a risk, but without taking risks, there are no
rewards. Given the state of his brethren (and with no looming
rains), Bhuvan viewed the opportunity of trying to reduce the
“double tax” as a non-option against the possibility of a “10-
100x” quality of life improvement offered by a victory in the
cricket match. In our lives too, we face a lot of problems. We
need to think of these as opportunities for innovation.

Dream Big and Define the Goal.
Once Bhuvan accepted the challenge, his dream was three years
of no tax. It may have seemed unrealistic or even improbable,
but then that’s what dreams are. Dreaming is about imagining a
different future. In the case of Bhuvan, he not only dreamt big
but also put in place a strategy to make that a reality. Another
name for Dream is Vision. To make things happen the way we
want, we have to envision the future, and paint a picture in
front of the others of what we want to achieve.

Put Community Before Self.
The important thing about Bhuvan’s dream was that it was not
for himself, rather it was for the community. Never in his talk or
action did Bhuvan put himself or his self-interest before that
of what his village needed. Bhuvan’s dream of greater good
thus elicited (after some initial resistance) the support of the
entire province.

Be Determined in face of Opposition.
This comes across many times in the movie. Right from the
start when the entire village opposes Bhuvan’s has taken up the
challenge to when the rest of his team refuses to play because
Bhuvan wants to take on board Kachra, who is an untouchable.
On all occasions, Bhuvan knows he is right, and faces up and
answers his critics with courage, winning their support in the
end. We face this situation many times in our organisations.
Many a time, we give up and accept what we feel is perhaps a
lesser decision. It is at times like these that we need to speak up
- as long as we know we are fighting for the right issue, and not
against an individual.

Make a Beginning.
Bhuvan did not wait to start. He did not see around. He made
a bat and a ball, got the kid interested and started. Many times,
we brood and end up thinking too much. The only way one can
test out new ideas is by jumping in, by getting started. Only
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when we close the door behind us will we see the doors in front
start opening.

Small Victories are Important at the Start.
The first time Bhuvan hits the ball, he does so in public, in full
view of the entire village. He makes it seem easy, he makes them
want to participate. In the film, watch the faces of the villagers
after Bhuvan’s first strike. When starting any project, it is
important to have small wins at the start to motivate the team.

Building the Team.
This is at the heart of the film in the first half. Building the
team is like recruitment. One needs to select the right people
and motivate them. Just watching Bhuvan go from one to
eleven offers a lot of learning. He understands the pressures
and the soft points of people, and uses this knowledge to
make them part of his team. Watch and listen to the song,
which he uses to recruit Goli, the largest landowner in the
village, and Ishwar Kaka, Gauri’s father. To get Bhura, the
murgiwalla, he makes him feel important as a person who can
teach something (catching) to the rest of the lot. Watch also
how Bhuvan talks to each of his team members. Each one is
treated as special, as being different.

Passion as the Differentiator.
Bhuvan and his team were playing for the hopes and aspira-
tions of a nation. Their passion, especially Bhuvan’s, made all
the difference. It is in crunch times that one’s passion for the
work helps in ringing out that extra strength from within.
Bhuvan’s body language, his actions all speak for themselves.
He is confident, not arrogant. As leaders, we all have to be
careful of what we say and do, for the slightest sign of weak-
ness can get magnified within the rest of the team.

Overconfidence Destroys.
Look at Captain Russel. In trying to destroy Bhuvan (a personal
enmity), he forgets what he is speaking and what he is offering
(when he puts up the challenge). What he was trying to do was
to take his anger against an individual against the entire province
- and it boomeranged back at him. It made the opposition (the
villagers) united, it made them discover talents they never had.
One should never overestimate oneself or underestimate
others.

Make the Best of Limited Resources.
Watch how Bhuvan makes the bat and ball, and later how the
pads are made. Look at the scene where Bhuvan and his team
are practicing at night - the entire village is gathered around their
team with mashaals to create the light. The villagers of
Champaner have limited resources, but they make the best use
of them. One cannot always wait for the perfect tools or for the
availability of infinite resources. As entrepreneurs, we must
innovate - focus on getting the work done. When one has fewer
resources, the brain and body work that much harder and much
more imaginatively.

The Legacy of Lagaan
Movies come and go. Ever so often, one movie comes and
leaves a mark, an indelible impression - Because it succeeds in
bringing out something from within us. Something which has
been hidden and perhaps long forgotten. Something whose
existence which we didn’t even know about. As we go about

our lives, we need to be reminded that each of us matters, that
each of us has it within us to make a difference. Living in
today’s India makes optimists out of all us “tomorrow can
only be better”). But it is we who have to create tomorrow’s
India. Our ideas, our vision, our skills have to come together to
build this New India. Lagaan’s Bhuvan stokes us somewhere to
become part of that team.

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.
We can further distinguish between the two ideas as follows.
(a) The functions of management, as discussed above, include

planning, organizing, co-ordination and controlling.
Management is primarily concerned with logic, structure
and control. If done well, it produces predictable results,
on time.

(b) Leadership, properly considered, involves a different kind
of function. It involves essentially people-centered
activities, with effects potentially beyond the scope of
controlled performance. A leader’s special function is to:

(i) Create a vision of something different to the current
status quo

(ii) Communicate the vision. This will be particularly
powerful if it meets the needs of other people, and if the
leader can give it credibility in their eyes

(iii) Energize, inspire and motivate others to translate the
vision into achievement

(iv) Create the culture that will support the achievement,
through shared language, rituals, myths and beliefs.

In other words, while management have authority by virtue of
their position in the organisation to secure the obedience or
compliance of their subordinates, leaders direct the efforts of
others through vision, inspiration and motivation - forms of
influence. If you remember we have gone through the
supervision and control functions in previous lessons.

Further Readings:
“How Management Prevents Effective Leadership” By Dave
Anderson
Nearly everything traditional management teaches us prevents
us from being effective leaders.
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Consider the following management thoughts and see how
they contradict what real leadership is all about.
1. Management teaches that power belongs in the hands of a

few select ‘leaders’ at the top. A good leader’s goal is to
build an organization filled with leaders at all levels, not to
surround himself with followers. Leaders enable others to
act by giving power away; they don’t hoard it.

2. Management teaches that excessive rules and controls are
necessary to get the best out of followers. Leaders know
the more they control others the less likely they are to excel.
They understand the only reason you need excessive rules
and controls is if you think people are either evil or stupid.

3. Management teaches that followers are there for the benefit
of the bosses. Leaders understand their job is to serve
others, not to be served. It’s the leader’s job to add value
to others, to sell themselves and their vision.

4. Management teaches us to think and act for short-term
benefit: meeting the monthly budget, making the quarterly
numbers, etc. Leaders seek long-term vitality for their
organization, not quick fixes.

5. Management focuses more on today and less on the future.
Leaders spend more time charting the course than charting
results, more time problem predicting than problem
solving.

6. Management teaches that leaders should be distant and
aloof from followers. Leaders understand that leadership
is a relationship. Without that relationship there will be no
trust or confidence and without trust and confidence there
will be no risk and without risk there will be no change and
without change organizations die. Leaders initiate the
relationship with followers; they don’t wait for followers
to connect with them. They lead from the front, not from
the rear. They are visible and accessible, not detached and
remote.

7. Management teaches us to maintain the status quo and
keep it humming along. Leaders attack the status quo. They
know that the most meaningful accomplishment a leader
achieves is when they challenge or change something, not
when they keep it the same. Leaders change before they
have to, they don’t wait to be stampeded into doing it
because they’ve run out of other options.

8. Management teaches that leaders are born and leadership
the province of a chosen few. Leaders know leadership is
developed not discovered, that it is not conveyed in some
special gene or part of a secret code to be cracked.
Leadership is a set of practices that can be learned and
productively applied.

9. Managers think they should have all the answers and do all
the talking. Leaders know leadership is a dialogue not a
monologue, that leaders gain more influence by listening
than talking. They understand no good idea ever enters the
head through an open mouth. Big leaders monopolize the
listening; small leaders monopolize the conversation.

10. Management teaches that it’s best to treat everyone alike.
Leaders treat people as unique individuals. They
understand everyone has certain strengths, weaknesses and

motivational triggers. Leaders shun assembly line
management styles and don’t treat people as commodities.

Lesson: Don’t let traditional management thinking cloud your
vision and understanding of what it is to lead effectively.
Violate conventional thinking and excel as a leader.

Exercises:

1. List the qualities of Pt. Jawaharlal Nehru as a
transformational leader.

2. In groups of 2-3, prepare a list of qualities of an CEO
whom you admire. How many of his or her qualities are
similar to those enumerated in the lesson.

3. Are there any substitute to leadership? Research and
discuss.

4. Discuss the accuracy of the following statement:
“contingency theories don’t work because they assume
leaders can adjust their style to the situation. In reality,
people have a preferred leadership style that they cant easily
change.”

5. Is it possible to be a transformational leader and have poor
communication skills? Why or why not?

6. How do behavioral theories differ from trait theories?

OBJECTIVES
� Understand common leadership models
� Understand the selection and training 

implications of each model
� Understand your personal leadership style and 

its implications
� Develop a model for organizational leadership 

effectiveness
� Understand and learn how to manage 

neutralizers and substitutes for leadership
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LEADERSHIP
An interpersonal process in which 
influence is exercised in a social system for 
the achievement of organizational goals by 
others

LEADERS INFLUENCE 
FOLLOWERS

�To achieve organizational 
and personal goals

�To develop commitment 
to the organization

�To be satisfied with the 
leadership process

FOR DISCUSSION

? Anyone can 
become a 
good leader

Good
leaders
are born

? Match
leader to 
situation

One
“best
kind” of 
leader

ORGANIZING PERSPECTIVE
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Theoretical Approach

Universal
Traits

Situation-
Contingent

Traits

Situation-
Contingent
Behaviors

Universal
Behaviors

Traits

Behaviors

Universal Contingent
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UNIVERSAL LEADERSHIP 
TRAITS MODEL

Assumption:  Possible to identify the person 
who has “the right stuff” to be a good leader in 
any situation

Cont.

Physical characteristics
Social background
Intellectual ability
Personality

Some Purported Traits

Energy level
Self-confidence
Need for achievement
Need for power

Some Promising Traits

A CONTEMPORARY 
UNIVERSAL TRAIT MODEL?
Transformational (Charismatic) Leadership

Transformational
Leaders

Transactional
Leaders

Cont.

Focus on self-
interest through 
exchange with the 
organization (the 
Path-Goal Model is 
an example)

Focus on 
development of 

trust, confidence, 
admiration, loyalty, 

and commitment.
This is an 

inspirational
leader.

TRAITS OF 
TRANSFORMATIONAL LEADERS

� High self-confidence
� Articulates a vision
� Assumes personal risk to pursue vision
� Uses unconventional strategies
� Perceives self as change agent Cont.

TRANSFORMATIONAL
LEADER TRAITS (continued)

� High self-confidence
� Articulates a vision
� Assumes personal risk to 

pursue vision
� Uses unconventional 

strategies
� Perceives self as change 

agent
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UNIVERSAL LEADERSHIP 
BEHAVIORS MODEL

Assumption: Possible to identify the 
behaviors required to be a good leader in any 
situation

Cont.

The degree to which a leader 
clarifies and defines roles for 
followers

Initiating Structure

The degree to which a leader 
attends to the welfare, comfort, 
needs, and satisfaction of 
followers

Consideration Behavior

From Leadership Dilemmas - Grid Solutions, by Robert R. Blake and Anne 
Adams McCanse.  © 1991 by Robert R. Blake and the Estate of Jane S. Mouton.
Used with permission.  All rights reserved.

1,9
Country
Club Mgt

9,9
Team Mgt

Authority-
Obedience

9,1
Impoverished
1,1

Organization
Man Mgt

5,5

High

Low
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HighLow Concern for Production

MANAGERIAL GRID™
UNIVERSAL BEHAVIORS EXAMPLE

IMPACT OF INITIATING 
STRUCTURE

� Satisfaction and other attitudes?
� Positive

� Negative

� Performance?
� Positive

� No effect

IMPACT OF 
CONSIDERATION

� On satisfaction and other attitudes?
� Usually positive

� Performance?
� Positive

� No effect
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SITUATION-CONTINGENT
LEADERSHIP TRAITS MODEL
Assumption:  Possible to create a match between 
the situation and traits of the leader 

Cont.

Logic
� Find stable leader characteristics
� Find important situational

characteristics
� Find or produce a match between

leader and situation

Fiedler’s Contingency Model
Example

FIEDLER’S CONTINGENCY 
MODEL

� Key Leader Trait
� Relationship - vs. task orientation

� Key Situational Characteristics
� Degree to which the leader or followers have control over the 

situation

� Called “situational favorableness” and measured by
� Leader-member relations

� Task structure

� Leader position power

Cont.

LEADER-SITUATION MATCHES & PERFORMANCE

1 2 3 4 5 6 7 8
Leader-
Member

Relations
Good Good Good Good Poor Poor Poor Poor

Task
Structure High High Low Low High High Low Low

Leader
Position
Power

Strong Weak Strong Weak Strong Weak Strong Weak

Task motivated
Relationship motivated

Favorable Moderate Unfavorable

Pe
rf

or
m

an
ce Good

Poor

SITUATION-CONTINGENT
LEADERSHIP BEHAVIOR MODEL

Assumption:  Possible to create a match 
between the situation and the behaviors of the 
leader

Cont.

Logic
� Help followers perform effectively 

by providing direction
� Make rewards (thus, satisfaction) 

contingent on performance
� Be perceived as instrumental in 

obtaining satisfaction

Evans & House 
Path-Goal Model

Example
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KEY LEADER BEHAVIORS
� Directive (structure)
� Supportive (consideration)
� Achievement-oriented (creating and 

defining challenges and opportunities to 
succeed)

� Participative (involving followers in 
problem-solving and decision-making)

SITUATIONAL
CHARACTERISTICS

� Followers
� Authoritarianism
� Locus of control

� Task-related ability
� Need for achievement

� Environmental
� Nature of task (structuring?  rewarding?)
� Formal authority (does leader have authority?)

� Primary work group (structuring?  rewarding?)

Cont.

GOOD MATCHES

People with external locus of control, 
low task ability or working on 
ambiguous tasks
People working on stressful, 
frustrating, or dissatisfying tasks
People with need for achievement 
working on ambiguous, nonrepetitive
tasks
People with internal locus of control or 
ego-involved in ambiguous tasks

Directive

Supportive

Achievement-
oriented

Participative

SELECTION & TRAINING IMPLICATIONS

Fo
ca

l C
on

st
ru

ct

Theoretical Approach

Universal
Traits

Situation-
Contingent

Traits

Situation-
Contingent
Behaviors

Universal
Behaviors

Traits

Behaviors

Universal Contingent
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UNIVERSAL TRAIT MODEL

� Identify critical traits
� Find people with these traits and appoint 

them leaders
� Encourage leaders to exhibit key traits

SELECTION & TRAINING 
IMPLICATIONS

UNIVERSAL BEHAVIOR MODEL

� Identify critical behaviors

� Find people with these behaviors and 
appoint them leaders

Teach leaders to behave appropriately
Encourage leaders to behave appropriately

OR

SELECTION & TRAINING 
IMPLICATIONS

SITUATION-CONTINGENT TRAIT MODEL

� Assess critical situation characteristics

� Assess traits of leaders

� Place leaders into situations where traits 
will be effective

(Re)Engineer situation so current leaders’ traits become 
effective

OR

SELECTION & TRAINING 
IMPLICATIONS

SITUATION-CONTINGENT BEHAVIOR MODEL
� Assess characteristics of followers (e.g., 

personality)
� Assess characteristics of the environment (e.g., 

task structure, authority, group factors)
� Appoint leaders who behave appropriately for 

situation

SELECTION & TRAINING 
IMPLICATIONS

Change situation to match behavior of leader
OR

Teach leaders how to behave for situation
OR
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NEUTRALIZERS OF AND 
SUBSTITUTES FOR LEADERSHIP

Factors that 
reduce the ability 
of leaders to exert 
influence

Substitutes

Factors that reduce the 
necessity for leadership

Neutralizers

POTENTIAL NEUTRALIZERS

� Indifference toward (or unavailability of) 
organizational rewards

� Low leader position power

� Environmental inflexibility (e.g., rigid rules 
& procedures)

� Limited interaction of leaders and followers

POTENTIAL SUBSTITUTES
� Follower ability, training, and 

experience
� Professional orientation of 

followers
� Task structure (routine, 

unambiguous)
� Feedback from the task itself
� Intrinsically satisfying tasks
� Work group cohesiveness
� Formalization (e.g., plans, goals, 

responsibilities)

Leader

A

REMINDER

� To achieve organizational and 
personal goals

� To develop commitment to the 
organization

� To be satisfied with the 
leadership process

EFFECTIVE
LEADERS
INFLUENCE
FOLLOWERS
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OBJECTIVES REVIEW
� Understand common leadership models
� Understand the selection and training 

implications of each model
� Understand your personal leadership style and 

its implications
� Develop a model for organizational leadership 

effectiveness
� Understand and learn how to manage 

neutralizers and substitutes for leadership



212

LESSON 27:
LEADERSHIP STYLES- A TUTORIAL

Contents: Further Reading,

                   Exercises

MS 22B - Eddie Corbin, Lecturer 2

Learning Objectives in this LessonLearning Objectives in this Lesson

By the end of this Lesson, you should be able to:
� Understand the concept and nature of 

Leadership styles.
� Identify and differentiate between the various 

styles of Leadership.
� Summarize the key factors which increase 

performance under  different leadership style.

Go! Go! Go!

Dear students are you ready for another round of refurbishing
our theories and evaluating the practical aspects of leadership
theories. If you have noticed each theory puts forward a
preferred style of leadership. The question is which one is most
effective?? This I leave to you to think, research and analyze. All
the best!!
Here I am presenting a paper by R.E Brown for you to help you
in your search for an answer.In addition there are few exercise to
indulge in to learn more about the implications of different
leadership styles and on how to incorporate in your behavioral
repertoire.

Nine Behaviors of Leadership
Robert E. Brown
(President, R.E. Brown Co. and Associates)
“Leadership” has become the rallying cry of the nineties in
American Business. Organizations need great leaders to help
them successfully survive the many difficulties of this challeng-

ing decade. Yet, the very notion of leadership has rapidly
degenerated into a cliché, a buzz word. In many people’s minds,
leadership has become identified with an overly simplistic
conception of vision and empowerment. Although these
concepts do play an important role in the leadership process,
they only scratch the surface of what an exceptional leader
actually does on a day-to-day basis.
My experience, as president of two corporations and co-founder
of yet another, led me to begin researching what leaders really
do to make an organization work well. I found that great
leaders exhibit nine different kinds of behaviors that enable
them to bring out the best in their people. Some of the nine
behaviors of leadership listed below involve building participa-
tory teams, some involve using situational management
strategies, while others enhance personal resources. Listed
separately, the nine behaviors include:
• Developing people.
• Being able to influence others.
• Encouraging teamwork.
• Empowering people.
• Using multiple options thinking.
• Taking intelligent risks.
• Being passionate about work.
• Having a strong clear vision.
• Stretching one’s personal creativity.
While many people think leaders are unique, even born to that
state of excellence, I have found just the opposite. With proper
experiential training, it is possible for people to learn these
leadership behaviors. In other words, leaders can be developed.
And they should be developed at many levels in an organiza-
tion because leadership development stimulates the best in
leaders and their followers and thereby increases their overall
productivity.
This article briefly describes the essence of our training program,
a program that offers clear experiences of the fundamental
leadership behaviors.
In experiential training, the focus is on inner development. At
the beginning of this leadership training, participants are asked
for their own definitions of leadership- so they can see, hear,
and explore their ideas about the real leadership qualities. Most
participants do not realize there are fundamental behaviors of
exceptional leadership. Instead they tend to believe the common
myths about leadership- that it is a rare skill exhibited only by
those at the top, that leaders are born and always display
charisma and that they are strongly authoritative “take-charge”
people. The beginning of our training dispels those myths and
briefly explains the nine learnable behaviors of leaders.
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In order to go beyond a cognitive understanding, participants
must begin to experience these behaviors as they might occur at
work. They begin to see that leaders have a strong interest in the
people working for them, for when the team works well
together they all help get an excellent job done.
The first four behaviors focus on building high functioning
teams:
• Developing people,
• Being able to influence others,
• Encouraging teamwork, and
• Empowering others.

Developing People
A good leader not only develops his or her people as individu-
als, but also knows how to get the best out of people when
they work on teams. Being able to handle the subtle dynamics
of whole groups of people is not equivalent to dealing with the
sum of its parts. By breaking participants into small groups and
giving them a simple problem to solve, you can teach them
about the issue that arise for teams. For example, if they work
in small, separate teams on a tower building project, they will
see how working together in one team accomplishes a greater
product. Or, if they have a specific task that is necessary to get
the job done- being navigator or pilot or other crew while
landing the space shuttle back on earth- they see the necessity of
functioning well together.

Influencing Others
Good leaders have a strong interest in the personal and
professional development of their people. They encourage their
staff to push beyond their limitations and give their personal
best. One of the best ways to get this notion of encouragement
and support across to people is to ask participants to remember
and then write down how their best boss treated them, and
how they feel about it. Then, have them share their answers
with the rest of the group. Point out the common denomina-
tors in their answers so that their own experiences flesh out a
composite picture of what it is like to offer people the support
they need.
Finally, ask them this: If their own people were to do a similar
exercise, would their names be on their people’s lists? If not,
why not? Where are they falling short in evoking the best from
their people?

Encouraging Teamwork
A good leader not only develops his or her people as individu-
als, but also knows how to get the best out of people when
they work on teams. Being able to handle the subtle dynamics
of whole groups of people is not equivalent to dealing with the
sum of its parts. By breaking participants into small groups and
giving them a simple problem to solve, you can teach them
about the issue that arise for teams. For example, if they work
in small, separate teams on a tower building project, they will
see how working together in one team accomplishes a greater
product. Or, if they have a specific task that is necessary to get
the job done- being navigator or pilot or other crew while
landing the space shuttle back on earth- they see the necessity of
functioning well together.

Some groups are results orientated. Some work on process,
while others focus more on relationships among the team
members. Analyzing these three aspects of teamwork helps
participants think about the way they work best individually and
in teams.

Empowering Others
Empowerment involves four dynamics: giving people impor-
tant work to do; offering visibility and public recognition;
encourage autonomy; and helping them to establish network-
ing shills. (IVAN) Exercise help participants feel the
importance’s of each of the four dynamics.
Developing, influencing, encouraging, and empowering are four
ways for a leader to get honest support. The best method to
accomplish all these characteristics is to be a role model of an
intelligent, caring person who truly listens. Equally important is
the ability to analyze each business task and the staff who are to
perform it. Sometimes a leader can delegate the work without
supervision, but more often leaders need to coach, to facilitate
or to direct so that the task is accomplished well and the worker
learns eventually how to become more independent. Group
exercises help participants experience these different levels of
situational management.
But leaders also have to lead. They are expected to know
problem situations and how to handle them appropriately.
Using multiple options thinking and intelligent risk-taking are
two ways to move beyond traditional management techniques
that focus on single solutions and avoidance of any risk.

Multiple Options Thinking
Exceptional leaders don’t stop at the obvious. They know the
first answer they get may not always be the best answer, and
even the “right” answer may not be appropriate for a particular
situation. There should always be at least four options to any
given situation and when this way of thinking becomes
habitual, new solutions appear.
The skills of exploring multiple options are demonstrated in an
easy exercise:
• Participants take a 3x5 card and write on the card at least

five problems they are currently facing with their
employees, such as reprimanding a difficult employee or
asking someone to take a pay cut.

• The cards are shuffled and someone takes three or four of
them.

• Ask the person whose problem is selected what he or she
believes is the best answer to that specific problem.

• Then ask the group to brainstorm a number of other
answers to the problem. Even if the first answer seems to
be the best one or even the only one, insist that they
generate at least four more alternatives.

Taking the time to discuss the various answers with them
usually offers the seed of an innovative response, and this
response is often one of the answers that most people ignore.
Or two options may be combined into a third option that
would work better. Multiple option thinking should be the first
approach of exceptional leaders.
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Intelligent Risk Taking
Good leaders know how to analyze risks inherent in a particular
course of action. They know when an action is low risk or high
risk.. Even more importantly, they know how to gain consen-
sus from their staff about the level of risk for particular actions,
so that their people do not treat high-risk activities as low-risk
activities or vice versa.
In the training, you can start to deal with this issue by making
the participants more aware of the criteria they use for analyzing
risks.
• Put together small groups of people who work with each

other regularly. Ask them the criteria they normally use
when deciding how risky a particular action is. Have them
report back to you with a number of specific criteria, such
as time factors, cost resources, and acceptability to upper
management.

• Next, ask each group to look at three or four current
actions they’re exploring and analyze the level of risk.
Ironically, even when they all use the same criteria, almost
invariably there will be differences of opinion about the
level of risk. Some people will habitually view most actions
as high risk, while others will normally do the opposite,
regardless of the actual action they’re analyzing. It is
important for them to discuss the nature of the risk until
they come to a consensus about the various actions..

Personal resources are equally important to the development of
an exceptional leader. And having a Passion for the Work as well
as a strong, clear Vision are most often noted when people are
asked to describe the leaders they admire. The leader’s ability to
inspire and project into the future help others feel worthwhile
in their own work and have a sense of purpose For some the
vision is specific; for others it is simple and direct. But more
important is the combination of words that work with actions
so that others trust the vision and feel confident about its
possibility. Small group exercises, including videotaping, help
develop these concepts experientially.

Stretching One’s Personal Creativity
When a leader is able to stretch personal creativity continually, it
pulls together all the other behaviors. We sense that exceptional
leaders are always learning something new. They are willing to
stretch out into other arenas and discover things they didn’t
know before.
In this training, participants are asked to write down a few work
related areas they’ve wanted to know more about but haven’t
taken the time to explore.. They then pick one of these areas
and devote a certain amount of time each week (ten minutes a
day for example) to learning about it. By taking the time to
expand their horizons, they will also be demonstrating to their
people that the process of discovery matters. Being a role model
is this area will encourage their people to do the same.
After reviewing the nine behaviors, the experiential exercises,
and participants own definitions, each person should write out
a contract in which he or she agrees to work on one or two of
the nine behaviors an a daily basis. This is, in effect, an action
plan that is as specific as possible.

Monthly follow-ups for at least a year allow them to review
basic concepts and help them integrate what they’ve learned in
training with what they actually do on a regular basis.
Leadership is not a mysterious process. It can be clearly defined
and its component parts can be taught to your people. Take the
time to train your people in the nine behaviors of leadership.
Your organization’s ability to survive and thrive during the rest
of this tumultuous decade may well depend on it.

Analysis of Leadership and Management
Styles:
Leadership Styles That Get Results
Who is an effective leader? How do effective leaders manage
their various skills such as - setting a competitive strategy,
motivating their employees towards their vision and mission,
which translates financial, organizational and social objectives?
There are abundant books and articles on leadership styles and
also ‘Leadership Experts’ who have made careers out of testing
and coaching of leaders. At the end of it all, one may not be
wiser still.
The author Daniel Goleman - who is well known for his two
books ‘Emotional Intelligence’ and ‘Working with Emotional
Intelligence’ - in an article titled “Leadership That Get Results”
in Harvard Business Review dated March-April 2000 attributes
this reason for lack of quantitative research that demonstrates
which precise leadership behavior yield which type of organiza-
tional results.
He points out the research of consulting firm Hay/McBer on
random sample of 3871 executives selected from a database of
more than 20,000 executives worldwide, which has demystified
the effective leadership. The research found six distinct leader-
ship styles, each springing different components of emotional
intelligence. The implications of this study, is their clear-set
guideline for action. If offers a find understanding of how six
different styles affect which type of organizational performance
and results. It also offers guidance how an effective leader
switches between these styles seamlessly and also uses a
combination of these styles depending on the business
situation.

The Six Distinctive Styles of Leadership
Are :

The Coercive Style
Leader is one who demands immediate compliance to his
dictates. His style is ‘Do What I Tell You’. He creates a reign of
terror, bullying and demeaning his executives, roaring his
displeasure at the slightest missteps in achieving the business
goals. This style is the least effective, because of top-down
decision making; it snuffs the ideas and the creativity from the
bottom rung of employees. And, high-performing employees
who are motivated by more than money, this style erodes their
performance. But it has its use. It can break failed business
habits, shock people into new ways of working. And in turning
around a company or when a hostile takeover is looming.

The Authoritative Style
Leader is a visionary; he motivates people by making clear to
them how their work fits into a larger vision of the organiza-
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tion. This style maximizes commitment to the organization’s
goals and strategy. By framing the individual tasks within a
grand vision, this leader defines standards - giving performance
feedback positive and negative - which revolves around that
vision. This style works well in almost any business situation,
particularly, when a business is adrift. But while working with a
team of experts or peers, who are more, experienced than the
authoritative leader, it gives an impression that the leader is
being pompous and out-of-touch. If this leader becomes
overbearing, he also undermines the egalitarian spirit of an
effective team.

Read this!!- Boss wants too much?
For thirty years, Johnson had arrived at work at 9A.M. on the
dot. He had never missed a day and was never late.
Consequently, when on one particular day 9 A.M. passed
without Johnson’s arrival, it caused a sensation. All work
ceased, and the boss himself, looking at his watch and mutter-
ing, came out into the corridor.
Finally, precisely at ten, Johnson showed up, clothes dusty and
torn, his face scratched and bruised, his glasses bent. He limped
painfully to the time clock, punched in, and said, aware that all
eyes were upon him, “I tripped and rolled down two flights of
stairs in the subway. Nearly killed myself.”
And the boss said, “And to roll down two flights of stairs took
you a whole hour?”

Boss wants too much
For thirty years, Johnson had arrived at work at 9A.M. on the
dot. He had never missed a day and was never late.
Consequently, when on one particular day 9 A.M. passed
without Johnson’s arrival, it caused a sensation. All work
ceased, and the boss himself, looking at his watch and mutter-
ing, came out into the corridor.

The Affiliative Style
Leader revolves around its people - its proponents value
individuals and their emotions more than tasks and goals. The
leader keeps his employees happy and creates harmony among
them, which has positive effect on communication leading to
sharing ideas, inspiration and building trust. Because of this
style, flexibility also rises among employees giving employees
freedom to do their job in the way they think is most effective.
This leader gives ample positive feedback on their day-to-day
efforts, which is all the more motivating. These leaders are
natural relationship builders. This style should not be used
alone. Its exclusive focus on praise can allow poor performance
to go uncorrected, employees may perceive that mediocrity is
tolerated. If one uses this style in close conjunction with the
authoritative style, he would have a potent combination.

The Democratic Style
Leader builds trust, respect and commitment by spending time,
getting his people’s ideas and buy-in. By letting his employees
themselves have a say in decisions, that affect their goals and
how they do their work, this leader drive up flexibility and
responsibility. He also by listening to employees learns to what
to do, to keep morale high. In this democratic set-up, his
followers are realistic what can and cannot be accomplished.
This approach is ideal when a leader is himself uncertain about

the best direction to take and needs ideas and guidance.The
drawback of this system is, it can lead to endless meetings
where ideas are mulled over, consensus remains elusive, and the
only visible result is more meetings, particularly when crucial
decision have to be taken. In times such as this people end up
confused and leaderless. This style also makes much less sense
when employees are not competent or informed enough to
offer sound advice.

The Pacesetting Style
Leader sets extremely high performance standards and exempli-
fies them himself. He is obsessive about doing things better
and faster. He pinpoints poor performers and demands more
from them. If they don’t raise to the occasion, they will be
replaced who can. This destroys the organization climate, as
employees feel overwhelmed by pacesetter’s demand for
excellence and their morale drops. Guidelines for working may
be clear in the leader’s head, but he/she does not state them
clearly; he/she expects employees to know what to do. The
pacesetter either gives no feedback on how people are doing or
jumps in to take over when he/she thinks they’re lagging. And
if the pacesetter leaves, his flock suddenly becomes directionless.
This style should be sparingly used, and works best when all
the employees are self-motivated professionals, highly compe-
tent and need little direction and coordination, like in R&D and
legal firms.

The Coaching Style
Leaders help employees identify their unique strengths and
weaknesses and tie them to their personal and career aspirations,
encouraging them to establish long-term development goals
and help them to conceptualize a plan for attaining them. They
give plenty of feedback and instruction. Coaching leaders excel
at delegating, even if it meant the tasks would not be accom-
plished. Their prime motive is long-term learning of their
followers. Although this style works best, it is seldom used,
because many leaders don’t have time in this high-pressure
economy for the slow and tedious work of teaching employees
to grow. This style works well in many business situations and
works particularly well when employees are already aware of
their weaknesses and would like to improve their performance.
In contrast, the coaching style makes little sense when employ-
ees, for whatever reason, are resistant to learning or changing
their ways. The other danger of this style, is when the leader
lacks the expertise to help the employees to grow.
Excerpted from Harvard Business Review, dated March-April
2000, p78-90, from Leadership That Get Results by Daniel
Goleman

Dilbert Managers:
A magazine recently ran a “Dilbert Quotes” contest. They were
looking for people to submit quotes from their real life Dilbert-
type managers. Here are the finalists:
1. “As of tomorrow, employees will only be able to access the

building using individual security cards. Pictures will be
taken next Wednesday and employees will receive their
cards in two weeks.”

2. “What I need is a list of specific unknown problems we
will encounter.”
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3. “E-mail is not to be used to pass on information or data.
It should be used only for company business.”

4. “Doing it right is no excuse for not meeting the schedule.”
5. “My boss spent the entire weekend retyping a 25-page

proposal that only needed corrections. She claims the disk I
gave her was damaged and she couldn’t edit it. The disk I
gave her was write-protected.”

6. Quote from the Boss: “Teamwork is a lot of people doing
what I say.”

7. “We know that communication is a problem, but the
company is not going to discuss it with the employees.”

“Leadership For Our Times” by Leslie
Bendaly
What an exciting time to be a leader! There are more opportuni-
ties and more timulating challenges than ever before. Never has
there been a greater opportunity to contribute more and to
grow more. With the opportunities and stimulating challenges
of course must also come potentially stress-inducing challenges.
There is a Russian proverb that says, “When walking on thin ice
you’ve got to walk fast.” We are leading today in conditions of
permanently thin ice. The world is unpredictable. And since the
pace of change will continue to speed up in the 21st century, we
know the ice is not going to get thicker. Leading people and
organizations across this thin ice requires a leadership style that
demonstrates a superb balance between attention to task and
attention to process. The result is a responsiveness that allows
us to recreate on the run, while continuing to meet our
standards of quality.
Some leaders are by nature more task oriented.
Task orientation would include:
• Doing
• Working independently
• Making logic basic decisions
• Acting
• Moving things along
• Focusing on details or the immediate task at hand
• Directing
• Bringing things to closure (making decisions)
• Controlling
• Telling
• Focusing on the job at hand
Process orientation would include:
• Thinking
• Participating/teamwork
• Using creativity and intuition
• Talking
• Exploring ideas more deeply
• Focusing on the big picture
• Facilitating
• Opening up/looking for other ideas (generating

alternatives)

• Letting go and empowering
• Asking
• Focusing on the people, values and vision
A quick look at the two sets of behaviors reveals the obvious -
both are important. In a slower-paced world however, we got
away with ignoring, or at least putting less emphasis on the
process oriented behaviors. As we have recognized the need for
greater responsiveness, some have begun to put too much
focus on the process behaviors. The leadership style that will
allow leaders and their teams to thrive, is one that demonstrates
a fine balance between the two. Too much task orientation can
result in efficiency without effectiveness: e.g. quick decisions that
may not be the best and/or may not have full support. Too
much process orientation can lead to plenty of participation and
wonderful ideas that accomplish little.
Are you a “leader of our times”? If so, you have a natural task/
process balance. You instinctively know when to introduce task
behaviors and when to use process behaviors. Most people do
not instinctively move back and forth with ease between each-
but all of us can learn how. If you feel at times that you are
struggling, it is a sign that something is out of balance.
Leadership, or life in general for that matter, are not meant to be
a struggle. In the new millennium, we will have to continue to
work very hard, but if we can find our own task/process
balance, we will not have to struggle.
Consider the Task/Process dimensions below and rate consider
your personal preference. A preference is how you prefer or are
most comfortable working, not necessarily how you always act.
Our personal preferences may or may not show themselves
strongly in our daily behavior. We may have already learned to
manage dimensions that may not be productive. However, our
preferences often slip out without our noticing, both those that
are beneficial and those that may hinder us in our leadership
quest. Preferences are demonstrated most readily when we are
under stress.
You will notice that the pairs of dimensions are opposites. If
we have a strong preference for one; we will have a mild
preference for the other. Our stronger preferences allow us to
bring unique abilities to the leadership role. The weaker pole
could, if not managed, trip us up. On occasion our strongest
preference can be so strong that it too can hinder.
As you consider the dimension pairs, keep in mind that each of
us reflects some of the characteristics of each of the two
dimensions, but we usually have a preference for one of the
pairs. Note: There are more in-depth descriptions of each
dimension below.
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Independent
I prefer working 

alone.

Interconnected
I prefer working with others. 

Detached
I examine things 

objectively.

Attached
I believe in applying my values and 

preferences to decision making. 

Inward Looking
I am detail oriented 

and focus at the 
immediate issue or 

task at hand. 

Outward Looking
I am big picture oriented. e.g. Focus on 

theory or outside factors. 

Logical
I value facts and 

figures.

Intuitive
I value intuition and creativity. 

Convergent
I prefer bringing 

things to closure. I 
have strong opinions.

Divergent
I prefer exploring options and others’

points of view. 

Task/Process Dimension Descriptors

Independent/Interactive

Independent individuals who show a preference for the
independent mode:
• work best independently.
• can be disadvantaged in group work - they often develop

ideas best thinking quietly on their own, and a group
discussion can block rather than stimulate their thinking.

• often do not think of communicating with others as they
do not have a strong need to interact with others. Because
they do not share information readily, they can be
misunderstood and seen as hoarding information and
being secretive or aloof.

• do not necessarily want to retreat in a cabin in the woods,
but do look to solitary activities to reenergize.

• Interactive individuals who show a preference for the
interactive mode:

• need people around them and reenergize by being active
with others. They work best with others.

• need interaction to stimulate their thought processes. They
thrive on meetings, think well out loud and may dominate
discussion. They regularly create their own meetings by
carrying a coffee into a colleague’s office to bounce ideas off
her. It does not occur to them that they might be
disturbing someone, because any intrusion in their day is a
welcomed relief.

• need variety.

Detached/Attached

Detached individuals who have a preference for the detached
mode:

• are able to stand emotionally back from issues and examine
them with detachment - they separate facts from emotion
and use the facts;they recognize and test assumptions.

• can miss “people” factors.
• do not value opinions that are not proven by fact.
• take pride in being sensible and level headed.
• are not greatly concerned about others’ opinions of them.
• Attached individuals who have a preference for the

attached mode:
• become emotionally involved in issues.
• are aware of and consider others’ feelings.
• are more strongly influenced by feelings than logic.
• are moved by emotional pleas or motivational

presentations.
• create energy and enthusiasm for ideas they support.
• show emotion.
• Inward Looking/Outward Looking

• Inward Looking individuals who have a preference for the
inward looking mode:

• focus most intently on their immediate environment,
including the job at hand.

• work well with detail and see detail most easily and clearly -
they can get caught up dotting i’s and crossing t’s, and miss
the bigger picture.

• like to have clear goals and objectives.
• like structure.
• tend to focus on their particular area of expertise and not

develop broad interests or become generalists.
• Outward Looking individuals with a preference for the

outward looking mode:
• are tuned in to the big picture.
• can be frustrated by detail people.
• speak in broad terms and generalities.
• would prefer developing a mission statement or strategic

plan to developing goals and objectives.
• enjoy exploring the theory behind an application, and the

cause and effect of issues.
• value being well versed in many topics.
• Logical/Intuitive

• Logical individuals who prefer the logical mode:
• need the world to make sense - they like to approach things

in a logical step-by-step fashion.
• believe things and issues should be easily resolved with a

little common sense. To them, issues are black or white.
• prefer to work with structured models when problem

solving. Wide open brainstorming or “blue skying” have
no appeal for them.

• prefer a structured work environment.
• Intuitive individuals with a preference for the intuitive

mode:
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• ·like to think and explore possibilities.
• are not limited by a need for structure or preconceived

ideas.
• are open to all possibilities.
• like to try new approaches.
• like to brainstorm.
• generate creative ideas.
• are not comfortable working in a highly structured

environment or mode.
• often examine issues from different, and not apparently

logical, perspectives.
• are more likely to take what appear to be risks as they

choose a decision they “feel good” about, but such a
decision may not be supported by logic.

• Convergent/Divergent

• Convergent individuals with a preference for the
convergent mode:

• have firm opinions.
• live comfortably with their decisions, feeling confident that

they are right.
• are quick to make decisions and change their minds

reluctantly.
• become impatient with any discussion they see as wheel

spinning.
• like to work to plan.
• often play the role of moving things to closure.
• are likely to supply answers - to tell, rather than to ask

questions.
• Divergent individuals with a preference for the divergent

mode:
• like to hear as much information as possible.
• are open to others’ points of view.
• carefully consider all information and opinions.
• like a discussion to run its own course and to reach closure

when the group is ready.
• take a facilitative approach to dealing with people, asking

rather than telling.
• enjoy working with the unexpected and dealing with needs

as they arise.
• look for compromise.

Reflection: A must-do exercise
We need more than ever to reflect, not just on what we are
doing, but how we are approaching our leadership role.
However, personal reflection often gets pushed to the bottom
of the leader’s priority list, if indeed it ever gets on it. It seems
there is never enough time. Reflection, however, does not have
to take a great deal of time and its return on investment can be
enormous.
The following is a quick reflection exercise. Its purpose is to
consider your personal task/process preferences and how those
preferences affect your leadership style and its effectiveness.

1. Identify your strongest and weakest preferences.
2. Select a challenging aspect of your leadership role: e.g.

getting decisions made, getting people to buy in to
decisions, leading productive meetings, dealing with
difficult clients.

3. Identify ways in which those preferences may be helping or
hindering you in meeting those challenges.

Examples: If you are Outward Looking and many of your
team members are Inward Looking you may be presenting
ideas and decisions in terms that are too broad. Those receiving
the information may require more detail to feel comfortable.
If you have a high Convergent preference you may have very
firm opinions on issues and although you may make an effort
to listen to people, you may not actually be opening yourself to
actually hearing and understanding differing opinions.

Suggestion for Tapping the Best of Yourself
Devote 10 minutes a day to reflecting on how you approached
situations in the last 24 hours and how you intend to approach
situations in the next 24 hours.

Just for laughs!!     “Management styles”
A new manager spends a week at his new office with the
manager he is replacing. On the last day the departing manager
tells him, “I have left three numbered envelopes in the desk
drawer. Open an envelope if you encounter a crisis you can’t
solve.”
Three months down the track there is a major drama, every-
thing goes wrong - the usual stuff - and the manager feels very
threatened by it all. He remembers the parting words of his
predecessor and opens the first envelope. The message inside
says “Blame your predecessor!” He does this and gets off the
hook.
About half a year later, the company is experiencing a dip in
sales, combined with serious product problems. The manager
quickly opens the second envelope. The message read, “Reorga-
nize!” This he does, and the company quickly rebounds.
Three months later, at his next crisis, he opens the third
envelope. The message inside says “Prepare three envelopes”.
Management thoughts: Some New Management Styles

1. Managing By Walking Faster Then The Employees
these kind of managers you will always see in the corridor, ten
steps away. “We’ll have to talk” you can hear them say, just as
they have disappeared around the corner.
2. Managing By Staring Out Of The Window
these managers you usually meet with their backside faced to
you with their hands in their pockets. When you talk to them,
their thoughts keep staring out of the windows.
3. Managing By Post-it’s
Some managers forget everything. They want to impress you
with their ‘busyness by continuously writing on Post-it’s while
you are talking.
4. Managing By Delegation To The Secretary
these managers just delegate everything to the secretary. If He is
good, He knows what she must do.
5. Managing By Knowing Nothing
these managers doesn’t really know anything at all. They let
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YOU give answers. Meanwhile they fill the time with nice
anecdotes of irrelevant cases.
6. Managing By Conceptual Thinking
these people try to explain the present from a theoretical view
of the far future. The idea that this never will work completely
satisfies them: They will always have something to talk about.
7. Managing By Hiding Information
Information hiders is aware of the market value of strictly secret
kept information. You must be very thankful to get any
information at all. Beware of simulants from category 5!\
8. Managing By Doing Exactly What The Boss Says
These managers prevent their bosses from creative thinking.
Else they got more work to do.
9. Managing By Walking One Foot Behind The Boss
In hierarchical organizations you can watch those groups
walking in the corridor. The more equal managers are directly
followed by the lesser equal managers, and so on.
10. Managing By Smiling And Wearing Nice Suits
If you drink beer with them, lunch with them, smile to them
and also wear nice suits, nothing can stop your career anymore.
11. Managing By Studying
Despite their continual attendances of all kind of studies and
congresses, they still belong to category 5. The longer they learn,
the further they get from
the practice.
12. Managing By Creating Vague Overhead Sheets
Do you know them? Those sheets with some big arrows, boxes
or circles? These sheets provide the ultimate proof of their
overall brilliance.
13. Managing By Open Door And Empty Room
This is a major improvement of the older ‘OPEN DOOR’
management style. Now you can really walk in and out anytime
you want. Nobody ever knows where these managers are.
14. Managing By Speaking With Other Managers
This kind of managing is very popular. It will give them within
a few hours the same information as an employee can tell them
in 15 minutes.
15. Managing By Having A Non-supporting Infrastructure
In an organization with a hopeless infrastructure, managers are
really necessary. These managers will naturally prevent the
organization from having a better infrastructure.
16. Bua Management (By Using Abbreviations)
This management style is ATRASACWOC. (Adopted To
Reach A Shorter And Clearer Way Of Communication)
17. Managing By Using Buzz Words
These managers like to bluff your head off with hip, nearly
undefined, terms.
18. Managing By Reorganization
If they think there is nothing more to organize, they reorganize.
19. Managing By Believing
These managers must be spiritual educated, because they have
no clues at all.
20. Managing By Forgetting Promises
If you remind them to one of their promises, the priority of
that promise is to low to remember.

More Exercises:

1. Think about your favorite teacher. What people-oriented
and people oriented leadership behaviors did she/he use
effectively? In general, do you think students prefer an
instructor who is more people oriented or task oriented?
Explain your preference.

2. Study the leadership style adopted by the present president
of the country. How does it differ from the previous
incumbents of the posts?

3. Does gender influences leadership style? Give your view.
4. You hear 2 people debating the merits of women as

leaders. One person claims that women make better leaders
than men because women are more sensitive to their
employees’ needs an involve them in organisational
decisions. The other person counters that although these
leadership styles may be increasingly important, most
women have trouble gaining acceptance as leaders when
they face tough situations in which they face tough
situations in which a more autocratic style is required.
Discuss the accuracy of the comments made in this
discussion in the light of your experiences.

Leadership styles

A Tutorial
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Nine Behaviors Of Leadership

� Developing people. 
� Being able to influence others. 
� Encouraging teamwork. 
� Empowering people. 
� Using multiple options thinking. 
� Taking intelligent risks. 
� Being passionate about work. 
� Having a strong clear vision. 
� Stretching one's personal creativity. 

Six Distinctive Styles of 
Leadership

�The Coercive Style
���� �����	
���
�� ����

�The Affiliative Style
�The Democratic Style
�The Pacesetting Style
�The Coaching Style
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LESSON 29:
PERFORMANCE MANAGEMENT

SYSTEMS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the nature, aim and features of 
performance management systems.

� Planning, monitoring and controlling a 
performance management system

� Problems of performance appraisals

An Introduction
So students here we will be discussing as to how you organize
the management of your people and evaluate them. Yes!! We
are speaking of –”the performance management process.”
Performance management can be defined as a process or set of
processes for establishing shared understanding about what is
to be achieved, and of managing and developing people in a
way which increases the probability that it will be achieved in the
short and longer term.

Definition
Performance management is: ‘a means of getting better
results . . . by understanding and managing performance within
an agreed framework of planned goals, standards and compe-

tence- requirements. It is a process to establish a shared
understanding about what is to be achieved, and an approach to
managing and developing people... [So that it]...will be
achieved’ (Armstrong, Handbook of Personnel Management
Practice).

Features of Performance Management
Armstrong ‘unpacks’ the definition given above, and describes
some other features of performance management.

Aspect Comment
Agreed framework of goals,
standards and competence
requirements

Performance management is a 
process

Shared understanding

Approach to managing and
developing people

Achievement

As in MBO, the manager and the employee 
agree about a standard of performance, goals 
and the skills needed.

Managing people's performance is an
everyday issue to generate real results. It is 
not just a system of form filling.

People need to understand the nature of high 
levels of performance so they can work
towards them.

(1) How managers work with their people 
teams
(2) How team members work with managers 
and
      each other.
(3) Developing individuals to improve their
      performance.

The aim is to enable people to realise their 
potential and maximise their contribution to 
the organization’s well being.

Aspect Comment
Line management

All staff

Specific

Future-based

A performance management
system is primarily the concern, 
not of experts in the
personnel/HRM department,
but of the managers responsible 
for driving the business.

Everybody is involved in the
success of the organization, so 
managers must be included in 
the system.

As each organization has unique 
issues to face, performance
management systems cannot
really be bought off the peg.

Performance management is
forward-looking, based on the 
organization’s future needs and 
what the individual must do to 
satisfy them
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Overall aim
The overall aim of performance management is to establish a
culture in which individuals and groups take responsibility for
the continuous improvement of business processes, and of
their own skills and contributions.
Dear student it is these systems can be used to communicate
and reinforce the organization’s strategies, values and norms,
and to integrate individual and corporate objectives. But they
also enable individuals to express their own views on what they
should be doing, where they should be going and how they
should be managed. Thus, they provide a means whereby
expectations can be shared between managers and their staff.
Managers can clarify their expectations of what they want their
staff to do and staff can communicate their expectations on
how they should be treated. The aim is to achieve agreement
because, as Fletcher (1984) put it: ‘Our perceptions of what is
real and valid in the world depend on a consensus of shared
beliefs’.
Performance manage-ment systems can also be used as an
integrating process, which meshes various human resource
management activities with the business objectives of the
organization. They identified two broad thrusts towards
integration.
• Reward-driven integration, which emphasizes the role of

performance payment systems in changing organizational
behavior and tends to undervalue the part played by other
human resource development (HRD) activities. This
appears to be the dominant mode of integration being
pursued in the United Kingdom.

• Development-driven integration, which stresses the
importance of ensuring that appropriate HRD activities are
in place to meet the long--term objectives of the
organization and, furthermore, to ensure business needs
and HRD are coordinated. Although performance pay may
operate in these organizations, it is perceived to be
complementary to HRD activities, rather than dominating
or driving them.

Specific aims
The specific aims of performance management are to:
• Achieve sustainable improvements in the organizational

performance;
• Enable individuals to develop their abilities, increase their

job satisfaction and achieve their full potential to their own
benefit and that of the organization as a whole;

• Develop constructive and open relationships between
individuals and their managers in a process of continuing
dialogue, which is linked to the work actually being done
throughout the year;

• Provide a framework for the agreement of objectives as
expressed in targets and standards of performance, so that
mutual understanding of these objectives and the role
both managers and individuals have to play in achieving
them, is increased;

• Provide for the accurate and objective measurement and
assessment of performance in relation to agreed targets

and standards, so that individuals receive feedback from
managers on how well they are doing;

• On the basis of this assessment, to enable individuals with
their managers to: agree improvement plans and methods
of implementing them, and jointly review training and
development needs and agree how they should be satisfied;

• Provide an opportunity for individuals to express their
aspirations and concerns about their work;

• Provide a basis for rewarding people in relation to their
contribution by financial and/or non-financial means - the
former consisting of performance related pay, and the latter
including recognition of achievement and opportunities to
take on more responsibility or enhance knowledge and
skills.

Prerequisites For an Effective Performance
Management Process:
Dear students, we need to take 3 important issues for the
success of the installed performance systems. They are as
follows:
• Achieving the Business Strategy
An effective performance management system should develop
employees’ understanding of what needs to be achieved, help
them to improve corporate performance and reward them on
the basis of their contribution.
The objec-tives set for senior managers are directly related to
what they and the division, function, unit or department they
control need to achieve to contribute fully to the attainment of
corporate strategies. Senior managers in turn agree objectives
with the members of their management team, spelling out the
contribution the latter are expected to make in enabling their
division, function etc to meet its targets.
This process is repeated at each level of the organization, so that
the objectives agreed there are consistent with those agreed for
the next higher Iayer. This provides for a link between the
objectives set for office and shop floor workers, and other
employees, who are responsible for basic organizational
activities and those set at corporate level.
• Fulfilling Organizational Responsibilities
Besides setting clear corporate objectives and individual or team
targets, this requires the implementation of a policy of human
resource development, which provides for coaching, counseling
and training on a continuing basis.
• Enabling Employees to Manage their Own

Performance and Development
Performance management is not just a system driven by
management to manage the performance of their employees.
Rather it is a process, which enables employees to manage their
own performance and development within the framework of
clear objectives, and standards, which have been agreed with
their managers. This does not absolve management from their
responsibility to ‘empower’ employees through counseling and
training. But it does place people in a situation where they are
more in control of the consequences of their actions. This can
increase their sense of respon-sibility. It also helps them to
achieve what Maslow refers to as ‘self actualization’.
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• Management by Agreement
The essence of the performance management process is that it
is a partnership between managers and the individuals who are
members of their teams. This means that at every stage the aim
is to obtain agreement on objectives, on the means of measur-
ing performance, on the assessment of results and the factors
affecting them, and on development and performance improve-
ment plans.
• Role of the HR Function
The HR function can stimulate the introduction of a perfor-
mance management system and facilitate its development. It
provides the training required and monitors its implementa-
tion. Fundamentally, however, a performance management
system should be owned and driven by line managers and their
staff.
• The importance of Objectives
it enables employees to know what is required of them and on
what basis their performance and contribution will be assessed.
Objectives should:
• be jointly agreed in advance between the manager and the

individual as both realistic and challenging and, as such,
they are ‘owned’;

• measure the actual level of achievement so that the basis
on which performance is assessed can be understood in
advance and is as clear as possible;

• support the overall business strategies of the company so
that the objectives, taken together, are mutually supportive
and consistent throughout the organization.

• The Input, Process, Output, Outcome Model
Performance management is concerned with:
• inputs - the skills, knowledge and personal characteristics

the individual applies to the job;
• process - how the individual behaves in carrying out the

task;
• outputs - what is produced by the individual when the task

has been completed;
• outcomes - the impact of what has been achieved by the

individual’s performance on the results of the team, unit,
function and, ultimately, the organization. Outcomes are
therefore defined by the effect an individual’s contribution
has beyond his or her particular job.

The distinction between inputs, process, outputs and outcomes
can be illustrated by reference to the job of a training manager,
one of whose objectives is to plan and deliver a new training
programme. Performance on this task would be measured by
reviewing:
• inputs - the knowledge and skill deployed by the training

manager in planning the course;
• process - the effectiveness with which training skills were

used in conducting and evaluating the course;
• outputs - the quality of the courses themselves, in terms

of their content, presentation and administration;
• outcomes - the impact made by the training on the

performance of participants.

Performance appraisal systems traditionally concentrated on
inputs and, to a certain degree, process. They asked managers to
assess personality traits and behavior under such headings as
initiative; willingness and relationships with people. The
problem was that the ratings were highly subjective - there were
no standards for exercising judgments on these characteristics.
Managers were asked to ‘play at being God’ and they were not
good at it.
The reaction to this was sparked off by McGregor(1957),
followed by Rowe (1964). McGregor believed that the emphasis
should be shifted from appraisal to analysis, and from the past
to the future. The main factor in measuring performance
should be the analysis of the behavior required to achieve
agreed results, not the assessment of personality.
Rowe’s research revealed that managers did not like appraising
staff on their personality characteristics and either did not do it
all, or if they tried, were more likely to fail than succeed. On
personality assessments she commented, ‘No appraiser has the
moral right to press judgment on these matters except in so far
as they are directly and demonstrably relevant in the
subordinate’s job’.
The views of McGregor and Rowe were related to those
expressed earlier by Drucker (1955), who coined the phrase
‘management by objectives and self-control’. He wrote:
An effective management must direct the vision and efforts of
all managers towards a common goal. It must ensure that the
individual manager understands what results are demanded of
him. It must ensure that the superior understands what to
expect of each of his subordinate managers. It must motivate
each manager to maximum efforts in the right direction. And
while encouraging high standards of workmanship, it must
make them the means to the end of business performance
rather than the ends in themselves.
In Drucker’s view, this approach would ensure that individual
and corporate objectives would be integrated.
The ideas of these writers and others, such as Humble (1970),
led to the concept of management by objectives (M by O). The
philosophical basis of this approach is immaculate, but it
tended to become a mechanistic system, which bogged
managers down in paperwork. It was therefore largely discred-
ited. It was replaced by the concept of ‘results-oriented
appraisal’, which avoided the elaborate procedures associated
with M by O. However, the effectiveness of both these systems
suffered because they concentrated on outputs. They tended to
expect managers to quantify the unquantifiable, so that targets
became artificial and short term. They neglected the longer-term
outcomes (which were often difficult to quantify) and, worse,
they deflected the attention of assessors from the inputs and
processes which produced the result. Thus, insufficient
attention was paid to what is sometimes referred to as ‘behavior
modification’, that is, analyzing the behavioral factors contribut-
ing to outcomes and deciding what needs to be done to get
better results by changing behavior.
Performance management systems emphasize the importance
of out-comes, which the individual influences, as well as
immediate outputs. They analyze inputs and processes to
determine development and training needs, and provide the
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basis for performance improvement plans. They will be
concerned with diagnosing correctly whether differential perfor-
mance is a function of the individual’s motivation or is a result
of his or her ability. The way, in which people are managed, the
resources they are given and the external factors beyond their
control are also taken into account.
For instance the result of the performance management system
could utilized very aptly in career planning, as will be clear in the
given diagram.

COMPONENTS OF CAREER
PLANNING

ORGANISATION DESIGN / 
HR PLANS

CORPORATE PLAN CAREER PATHS / ROLE 
REQUIREMENT

CAREER PLANNING

DEVELOPMENT
OPPORTUNITIES

POTENTIAL / 
PERFORMANCE APPRAISAL

PROMOTION POLICY

The analysis and diagnosis will be closely linked to specifications
of behavioral requirements. These will be focused on objectives
related to the individual’s job, but they will also deal with wider
organizational objectives, especially those concerned with the
support of values such as quality, customer service, team
working and flexibility.
The philosophy of performance management is therefore
holistic. It takes an all-embracing view of the constituents of
good performance; how this contributes to desired outcomes at
the departmental and organiza-tional level, and what needs to
be done to improve these outcomes. This is entirely consistent
with the HRM philosophy of treating employees as valued
assets, and investing in their management and development. in
order to enhance their value.
• Performance Management as a Process of

Management
The philosophy of performance management is strongly
influenced by the belief that it is a natural process of manage-
ment. Its emphasis on analysis, measurement, monitoring
performance and planning for performance improvements
means that it is concerned with basic aspects of good practice
with regard to the management of people. It is a system which
should be driven by management so that it becomes part of
their everyday working life and not an annual chore imposed
upon them by the personnel department.
Performance management systems can help managers, in
Handy’s (1989) words, to:

• be teachers, counsellors and friends, as much or more than
they are commanders, counsellors and judges;

• trust people to use their own methods to achieve the
manager’s own ends;

• delegate on the basis of a positive will to trust and to
enable and a willingness to be trusted and enabled;

• become ‘post-heroic’ leaders who know that every problem
can be solved in such a way as to develop other people’s
capacity to handle it.

However, the skills required by managers to operate a perfor-
mance management system are often underestimated. They
need to know how to set clear, measurable and achievable
objectives. They have to be able to handle performance review
meetings, in which they not only commend staff on their
achievements (which is not too difficult), but also help them to
recognize where their performance has been substandard and
needs to be improved (which can be much harder).
Performance management implies a marked shift in the
relationship between managers and their staff. The manager is
faced with a new and more challenging situation: counselling
skills; effective listening; good communication; and the ability
to handle and encourage upward appraisal all come to the fore.
In essence, the development of a performance management
system leads directly on to the need for a more systematic
approach to skills-based management development.
The process of performance management
Step 1. From the business plan, identify the requirements and
competences required to carry it out.
Step 2. Draw up a performance agreement, defining the
expectations of the individual or team, covering standards of
performance, performance indicators and the skills and
competences people need.
Step 3. Draw up a performance and development plan with
the individual. These record the actions needed to improve
performance, normally covering development in the current job.
They are discussed with job holders and will cover, typically:
• The areas of performance the individual feels in need of

development.
• What the individual and manager agree is needed to

enhance performance
• Development and training initiatives
Step 4. Manage performance continually throughout the
year, not just at appraisal interviews done to satisfy the
personnel department. Managers can review actual performance,
with more informal interim reviews at various times of the year.
(a) High performance is reinforced by praise, recognition,

increasing responsibility. Low performance results in
coaching or counseling

(b) Work plans are updated as necessary.
(c) Deal with performance problems, by identifying what they

are, establish the reasons for the shortfall, take control
action (with adequate resources) and provide feedback
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Step 5. Performance review. At a defined period each year,
success against the plan is reviewed, but the whole point is to
assess what is going to happen in future.
Organisations are introducing such systems for much the same
reason as they pursued management by objectives. In other
words, they are aiming to-
• Tie in individual performance with the performance of the

organization
• Indicate where training and development may be necessary
This plan + do – review cycle is the basic process of people
management.  It operates at two levels:
• The macro level - The management of the year’s activity.
• The micro level – the development of performance

through involvement at the doing stage. (This is illustrated
in the given Figure)

Planning: setting objectives, 
priorities, targets and standards.

Doing: the 
performance of tasks 
and responsibilities.Reviewing:

monitoring and 
assessing performance

Planning: identifying 
and preparing for tasks 
and activities.

Doing: developing 
skills and experience 
in on – job activity.

Reviewing: reflecting 
on and learning from 
experience.

The micro-cycle of 
performance management.

The micro-cycle of 
performance development

Planning Performance Management
Performance management systems can promise more than they
achieve. They can fail for four main reasons:
1. top management is not fully behind the scheme;
2. line management feels it is a waste of time and/or

mishandle the objective-setting and review processes;
3. staff feel the scheme is having a detrimental rather than a

beneficial effect; and
4. quality control is not exercised over the operation of the

scheme.
These issues must be addressed through careful planning and
pilot testing, thorough briefing, comprehensive training and the
systematic monitoring of the scheme in operation.

• Developing the scheme
Top management should drive the development programme,
although the HR director can play an important part in gaining
their commitment. Managers and staff should be jointly
involved in developing the scheme, again with the support and
advice of the HR function. This should be done through a
working party, which has the responsibility for designing the
scheme, and planning and executing its implementation.
• Briefing
All concerned must be briefed thoroughly on the purpose of
the scheme, how it operates, the part they will play and how
they will benefit. The following is an example of briefing notes
prepared for the managers of a large charity where the emphasis
is on the developmental aspects of the scheme, as its name
implies.

Performance and Development Management
SystemManager’s Briefing NotesIntroductionI

am going to discuss with you our new Performance and
Develop-ment Management System. I shall cover:
• why we are introducing it;
• how it will operate;
• the part you will play;
• the benefits to you.I shall be glad to answer any questions

at any time during this meeting.Why we are introducing
the systemThere are two main reasons for introducing the
system.

1. We want to focus everyone’s attention on what they are
expected to achieve in their jobs and how best to achieve it.

2. We would like to help everyone to identify and satisfy their
development needs - to improve performance and further
their careers.Principles of the systemThe fundamental
principles of the system are that it will:

• concentrate on developing strengths, as well as considering
any performance problems;

• be based on open and constructive discussion;
• be an everyday and natural management process - not an

annual form-filling exercise;
• be a positive process -looking to the future rather than

dwelling on the past.How the system will workThe
system will work as follows.

• You and your manager will discuss and agree your
objectives, action plans, and development and training
needs - this is called the performance and development
agreement.

• During the review period (normally 12 months) you and
your manager will keep under review your progress in
meeting your objectives - as necessary you will agree
revisions to those objectives and your priorities.

• Towards the end of the review period you and your
manager will prepare for the performance and development
review meeting separately - deciding in advance on any
points you wish to raise and noting these down on a
preparation form.
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• A review meeting will then be held at which you can
discuss with your manager how you got on during the
review period, and any other points you want to raise. You
will then draw up a new performance agreement
together.The results of the review meeting will be recorded
on the Perfor-mance Review Form - you will be able to see
and comment on what has been written - this will be a
summary of what has been agreed.Your manager’s
manager will see the form and will add any comments he
or she feels may be appropriate. You will also see these
comments.You and your manager will then retain your
own copies of the review form - no other copies will be
held by anyone else.The part you will playWe hope that
you will contribute to the success of this scheme in the
following ways:

• by preparing carefully for the review - noting any points
you want to raise with your manager;

• by entering into the spirit of the review meeting, which is
intended to provide for a full, frank but friendly exchange
of views about your job and your prospects;

• by thinking carefully about how you are going to achieve
the objectives and plans agreed at the meeting;

• by reviewing how you are getting on during the year and
agreeing any actions required. The part managers will
play All managers will be expected to play their part with
you in preparing for the meeting, reviewing your
performance and drawing up your performance agreement.
They are being specially trained in how to do this. Benefits
to youWe hope the system will benefit you by ensuring
that:

• you know what is expected of you;
• you know how you stand;
• you know what you need to do to reach your objectives;
• you can discuss with your manager your present job, your

development and training needs, and your future.We also
hope that it will give you the opportunity to raise with
your manager any points you want to discuss about your
job and your career prospects.

Monitoring and Control of Performance Systems
• Training
It is essential to train everyone concerned in the operation of
the scheme, i.e. both managers and their staff. Training should
be given to them on how to set objectives, how to select and
‘use performance measures, and how review meetings should
be prepared for and conducted. Managers should be trained in
counseling and coaching techniques.
• Quality control

Quality control can be achieved by careful initial training, by
managers’ managers reviewing how performance agreements
and reports are completed, and by the HR function monitoring
the implementation of the scheme. Following the first
complete cycle it is a good idea to conduct a survey of what
both managers and their staff feel about how the scheme has
worked.

• Reliability & Validity of Performance Appraisal
 Some of the causes of performance appraisal ineffectiveness are
problems that can affect the validity and reliability.
Validity problems are the halo effect, personal bias, central
tendency, leniency and/or strictness error, overemphasis on
recent behaviour etc.  It has been experienced by many
organisations that the tendency of the evaluator’s to base
assessments of all individual characteristics; on the rater’s overall
impression of the person being evaluated is halo effect.  While
individual characteristics are presumed to be independent of
each other, yet a tendency to generalise from a predetermined
overall impression can cause validity problems.
Sometimes, the appraiser may be biased because of regional or
religious background, social or interpersonal conflicts and even
personal values.  Also, recent events are more likely to impress,
while there is a tendency to forget or overlook more distant
events. Also, there is a tendency to inflate ratings at sometimes,
over times/or always in case of some rater’s.  There is a
tendency to avoid using the extremes of rating scales and cluster
the ratings around the midpoint.  Leniency error results when
evaluators artificially assign high ratings to all or a group of
employees.  In contrast, strictness errors result in artificially low
ratings to all employees. Hence, there must be the highest
standards of objectivity and an absolutely foolproof system.
Reliability ensures stability and consistency in the measure-
ment. Inconsistencies among rater and instability over time can
reduce reliability.  Inconsistent use of measuring standards and
lack of training in appraisal techniques also reduce reliability.
For instance, the content of performance appraisal must
necessarily focus sharply on accomplishments, against perfor-
mance objectives.  A statement of objectives should reflect only
those actions for which the individual has responsibility as well
as control for achieving the results.  Clarity of expression and
behavioural specificity on the part of the evaluator is vital to
motivate an employee to make an effort or the changes
necessary to reach higher levels of performance, or even to
maintain current effectiveness.  Improvement needs should be
linked with development needs and followup on development
recondition is necessary, as failure to do so may de-motivate an
employee.
Process of performance appraisal should ensure a good
mutually satisfying relationship between manager and subordi-
nate.  One of the most powerful motivating influences towards
maintaining or improving performance is selfesteem.  Hence
appraisals should be conducted in such a way that it either
maintain or enhance the selfesteem of   employees.
It has also been observed by Chatterjee that graphic rating is
always better for objective appraisal and to reduce supervisory
bias.
Every manager irrespective of his line and staff function is
required to lead, guide, counsel and adequately motivate the
team working with him to ensure successful achievement of the
pre-set targets.  Currently organisations are under tremendous
pressure to get most out of their employees.  A need for as
effective performance management system is, therefore, the
need for every organisation
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Performance management system (PMS) exhibits the following
features.
• the organization has a shared vision of its objectives, or a

mission statement, which it communicates to all its
employees;

• the organization sets individual performance management
targets, which are related both to operating unit and wider
organizational objectives;

• it conducts a regular, formal review of progress towards
these targets; . it uses the review process to identify
training, development and reward outcomes;

• it evaluates the effectiveness of the whole process and its
contribution to overall performance to allow changes and
improvements to be made.

Some performance management systems place more emphasis
than others on the opportunity they give for individuals to raise
with their managers general questions concerning their work
and aspirations. This can become a form of upward assessment
in which individuals are encouraged to comment on any
problems created by the ways in which they are managed and
the resources made available to them; for example, the guidance
and support they receive, the extent to which the authority they
are given matches their accountability, or the facilities and equip-
ment with which they are provided.
There are, however, certain characteristics, which are shared by all
systems, which can truly be called performance management.
These consist of the following.
• An agreement between managers and individuals on

expected targets and/or standards of performance and
other objectives. The agreement will aim to establish and/
or increase mutual understanding and to make clear the
roles of managers and individuals in achieving targets and/
or standards or other objectives.

• A method of assessment of performance in relation to
agreed targets and/or standards of performance and other
objectives which is realistic and impartial. The assessment
will aim to encourage individuals and their managers to
exchange information, and com-ment on their
achievements.

• A plan of action, which will enable individuals to make a
new agreement with their managers. This might include:

• a confirmation that targets and/or standards are being
consistently achieved and remain appropriate;

• the identification of improvement and/or development
plans and methods for implementing them;

• a Joint review of training or development needs and
oppor-tunities, and methods for satisfying them;

• an opportunity for individuals and their managers to take a
more general approach to the individual’s position and role
within the organization. This may include the expression
of aspirations, concerns and suggestions. It can, by mutual
agreement, be informal and not recorded.

• The operation of the system as a continuous cycle, starting
with the performance agreement, covering objectives and
improvement and development plans, which leads to the

continuing review stage in which performance is reviewed
informally as necessary and changes made to the
performance agreement. This is followed by the
preparation for review stage during which the manager and
individual separately prepare an agenda for the review
meeting. Finally, the performance review meeting takes
place at the end of the performance cycle when past
performance is assessed and a view performance agreement
is reached.

Activity
Would you, as a student, like your evaluation to be undertaken
this way? Please form groups and discuss the finer points of
the performance management process, which you desire for
yourself. Please understand that they should be free from any
biases and errors.
Summary of the lesson:
• Performance management system is a process to

establish a shared understanding about what is to be
achieved, and an approach to managing and developing
people... [So that it]...will be achieved.’

• Organisations are introducing such systems to tie in
individual performance with the performance of the
organization and indicate where training and development
may be necessary.

• A statement of objectives is a must and it should reflect
only those actions for which the individual has
responsibility as well as control for achieving the results.

Exercises:
Let us see if you can answer these:
1. Performance management is-
(a) Concerned with the effectiveness of the individual, the

team and the organisation.
(b) A new name given to traditional system of performance

appraisal.
(c) A system, which is designed and implemented without any

involvement of line managers.
(d) A system that can easily be implemented in any

organisation at short notice.
(e) A system that has no linkage with organisational goals.
Case Analysis: Performance Appraisal in a Matrix Organisation
ABC Company is engaged in taking up turnkey projects in the
engineering field. It is a matrix organisation, and the staff
works on a series of projects under Project Managers/ There is
little visible hierarchy.
In this organisation, the HRM Department under a Director
(Personnel) is responsible for carrying out performance
appraisals. Soon after a project is over, Project Managers
summarize the performance of the staff under them in the
respective project. They give comments on skill possessed by
each member of the staff, the difficulty of the task handled, and
the unusual demands made on the staff members. This
summary is not shared with the staff members. A copy of the
summary is sent to Director (Personnel) for being used by the
HRM Department.
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Director (Personnel) analyses each summary, and evens out any
variations of ratings among Project Managers. Thereafter, the
Department prepares a summary of the previous year’s
performance of each staff member (appraisee). A copy of this
summary is sent to Project Managers to give the feedback and a
copy is sent to the appraisee.
Director (Personnel) arranges and conducts performance
appraisal discussion with each member of the staff separately,
counsels and guides the staff member, and identifies his/her
training and development needs. The HRM department takes
follow up action and monitors progress in the improvement in
the staff member’s performance.

Questions

1. Comment on the characteristics of the performance
appraisal system in the company.

2. What are the strengths and weaknesses of this system?
3. Do you think this system is suitable for this company?
4. Will you suggest any changes or improvements in the

system? Give reasons for your suggestions.
More Exercises:

1. Explain the concept of’ performance management’ and
discuss its key elements.

2. Discuss the impact of a performance management (PM)
system on employee satisfaction and retention.

3. What are the problems, which the HR function may face
while introducing the PMS?

4. Taking the cue from lesson 13, describe how PM system
may be evaluated.

5. Summarize the steps involved in planning, monitoring
and controlling PM system.

6. Why is user acceptance an important issue? Discuss in the
class what can be done to help ensure that the acceptance of
the system by the user.

7. You and your faculty are the user of the present
performance management system. Are you happy with it?
Why and why not. Work out a consensus for the same in
your class. Do you think the other user (your teachers) is
happy? Wouldn’t you like to know? Go ahead; design a
survey to find the same. Depending on the results develop
a model for performance management system.

8. Do you think Performance management is a part of a
bigger picture- “managing people”? Discuss.

9. Survey 2 company- one big and one small. Study their
performance management system. How are they related to
other processes in the company? Do you think size affects
the nature of PM system?

10. Form a group of 5 students; you are to develop at least 2
case studies on performance management. For this, you
need to introspect individually in your past/present and
come up with instances where you felt there should have
been a better system for evaluation. Second step is to
choose at least 2 experiences from the pool of experiences
gathered within the group, which can be used for final case
writing. Read the case in class and discuss the strengths,

weaknesses, opportunity and threats present in the case.
Work out alternative recommendations for the cases.

11. The last not the least, Can you tell which theories of
organisational behavior,  you come across in your course
form the basis for managing performance.

Performance Management Systems

Performance management systems:
An Introduction

“Performance management is: 'a means of
getting better results . . . by understanding and 
managing performance within an agreed
framework of planned goals, standards and
competence- requirements. It is a process to
establish a shared understanding about what is to 
be achieved, and an approach to managing and 
developing people... [So that it]...will be achieved”

-(Armstrong, Handbook of Personnel Management Practice).
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Features of performance 
management

� Agreed framework of goals, standards and 
competence requirements

� Performance management is a process
� Shared understanding
� Approach to managing and developing 

people
� Achievement

Issues in performance 
management

� Achieving the business strategy
� Fulfilling organizational responsibilities 
� Enabling employees to manage their own 

performance and development 
� Management by agreement 
� Role of the HR Function 
� The importance of objectives 
� The input, process, output, outcome model 

Performance management as a process of 
management

The process of performance 
management

� From the business plan, identify the requirements and 
competences required to carry it out.

� Draw up a performance agreement
� Draw up a performance and development plan with the 

individual
� Manage performance continually throughout the year

� Performance review

Planning, Monitoring and Control of
Performance Management

Developing the scheme
Briefing
Training
Quality control
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UNIT  4
EVALUATING PERFORMANCE
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Competency & Competency
Mapping

                   Integrating Competency
Mapping with 360 Degree
Feedback

        Summary

                   Exercises

LESSON 30:
PERFORMANCE MANAGEMENT

SYSTEMS: FEEDBACK APPROACHES

An Introduction
So are you ready for nearly ending course. Excited?? I hope you
do not have the impression that since  this is the  last unit so it
can be taken lightly!! As you might have noticed that this unit
has base from the all the previous units. This means it is the
most important and all pervasive one. What do you say??
In this lesson we will be dealing with one most important
aspect of PMS, which is the appraisal systems, the various kind
of feedback systems which be used to follow the appraisal
systems. But lets start with the nature of performance appraisal
before we go into the nitty-gritty of the process. Let us see how
different specialist define performance appraisal.

Definition.
 “Performance Appraisal is the process through which an
employee’s behaviour and accomplishments for a period are
measured and evaluated.  It is a systematic way of judging the
relative worth or ability of an employee in performing his or her
task.”
“Performance appraisal is a systematic method of obtaining,
analyzing and recording information about a person.”
It is an instrument of employee development.  Traditionally, it
is used as a mechanism of controlling employees.  With
changes in orientation, performance appraisal can be an effective
instrument for helping people to grow & develop in
organisational setting.  In the opinion of Rao,
(1) It can be used as an effective mechanism of continuing

education and learning from one another.
(2)  Theoretical research and developments in the social science

have accelerated the growth of sophistication in
performance appraisal.

In most cases, this will be divided into one-year blocks, which
start and end with some form of annual appraisal and objec-
tive-setting meetings.  During this year, managing people will
involve the following:
• Planning:  Setting objectives, targets and standards to help

people plan their activity for the year.
• Doing:  Providing instructions and support to ensure that

objectives are achieved to the required standard.
• Reviewing:  Monitoring, assessing and measuring

performance to check whether objectives have been achieved
and to decide rewards.

Before we move on to these specifics, however, this lesson will
explore two broad issues that relate to both levels of the people
management process.  These are your overall objectives, and
your on-going process.
Activity (5 minutes)Spend the allotted time now reflecting
now on how clear you are about your overall objective for each
of the people you have to manage.

Overall Objectives
Like any management activity, people management needs to be
driven by clear and realistic objectives.  You will be able to
manage your people effectively if you have an objective for each
individual which defines where you want that person to be at
the end of the year, an objective which is super ordinate to the
specific goals and targets that have been agreed.  Here are some
examples of overall objectives:
• Get Susan to take over the auditing work.
• Get Jean ready for promotion next year.
• Get Rachel to communicate effectively with users.
• Make sure Peter is able to sell to big prospects on his own.
• Get Ron to face up to the fact hat he does not have the

potential to become a manager.
• Make sure Jack is taking more initiative to anticipate

problems.
Objectives such as these become the driver, which shapes how
you manage at the macro level, and the extent to which you
become involved at the micro level.  Some managers have a clear
idea of their overall objectives for each of their people. Others
are less sure:  they may have a rough idea of what they want to
achieve, but no clearly defined super ordinate objective which is
the starting point for the decisions they make about how to
manage each person.
The above given objectives can be further categorized into 3
level- activity, performance and career objectives. Such a differen-
tiation can help in assessment mapping. Let us examine the 3
levels as follows:
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1. Activity objective: states activities, which an individual
would like to do till the end of the year.
Example: get Susan to take up auditing work: Make sure Peter
is able to sell to big prospects on his own.
2. Performance Objective: states the improvements that you
want to see at the end of the year.
Example: Make sure Jack is taking more initiative to anticipate
problems;  Get Rachel to communicate effectively with users
3. Career: states steps needed to develop a person’s career
appropriately by the end of the year.
Example: Get Ron to face up to the fact hat he does not have
the potential to become a manager; Get Jean ready for promo-
tion next year.
Exercise:
Interview a manager. Ask him about their performance
management of people under him. Give a few minutes and ask
him to reflect on how clear he is about the overall objective for
each of the people he manages.
When engaging in such an activity, you should all keep in mind
that your objective should be:
• Realistic,

• Honest, and

• Balanced.

At ICL, managers use three types of objectives.
1. Objectives which contribute to the achievement of the

business objectives - key result areas
2. Objectives which contribute to an improvement in the

performance of the individual- performance standards
3. Objectives, which contribute to the development of the

individual -performance development.
Now most important in performance management come the
identification of the processes that are required to achieve the
targeted objectives. Process here means the frequency and the
nature of the contact you have with each individual.
Objectives can be agreed following discussions between
managers and the individuals or teams responsible to them.
Teams may have joint objectives, and individuals who work
together can agree common or overlapping objectives. Some
organizations are now developing systems for internal custom-
ers to set objectives for internal suppliers of services.
Objectives provide the base for four key areas of performance
manage-ment philosophy: measurement; feedback; positive
reinforcement; and contingency management.
(1) Measurement
Measurement requires the collection of performance data to
establish a starting point or base line. To improve performance
you must know what current performance is.
It is often said that anything, which can be managed, can be
measured. But there is an element of truth in the adage that, in
some jobs, what is meaningful is not measurable and what is
measurable is not meaningful.
Measurement is obviously easier when financial, sales or
production targets can be set. Subjectivity clearly increases when

qualitative objec-tives are used. But it is still possible to agree
firm standards of performance which define the conditions
under which a job can be said to have been well done, and there
have been many developments in recent years in, for example,
measurement of service quality and customer satisfaction.
(2) Feedback
Measurement is followed by feedback, so that people can
monitor their performance and, as necessary, take corrective
action. As much feedback as possible should be self-generated.
The philosophy of performance management emphasizes the
importance of employees planning how they are going to
achieve their objectives, and then obtaining feedback data
themselves. The rapid development of management informa-
tion systems in recent years has increased the capacity to provide
quantitative and timely feedback. This applies in all areas.
(3) Reinforcement
Positive reinforcement is provided when behavior which leads
to improved performance is recognized. The object is to
recognize specific performance improvements as soon as
possible after the event. This is why performance management
should be regarded as a continuing process. Recognition, and
therefore reinforcement, takes place whenever appro-priate
throughout the year. It is not deferred to an annual perfor-
mance appraisal session.
Similarly, if someone makes a mistake, or fails to deliver the
agreed standard of performance, this should be discussed
immediately so that learning can take place and improvement
plans can be agreed. There should be no surprises in a perfor-
mance appraisal meeting. If anything has gone wrong it should
be pointed out at the time so that immediate corrective action
can be taken.
(4) Contingency management
The concept of ‘contingency management’ refers to the belief
that every behavior has a consequence. When someone knows
that desirable consequences are contingent upon good perfor-
mance, they are more likely to improve. This is in line with the
valency-instrumentality-expectancy theory formulated by
Vroom (1964). The philosophy of performance management is
largely based on this theory. The agreement or contract between
managers and individuals spells out expectations of what is to
be achieved, and the sort of behavior required to achieve it.
Till now we have set overall objective for each person that are to
be manage. Planning of the ongoing process is done to
structure contact with each of the person. This process is a
series of meetings through the year, varying in frequency,
formality and function. The process involves the proactive
management of your working relationship with each person; it
includes the proactive management of the appraisal system so
that you are using as a tool to meet your needs and objectives.
The overall objectives you have set for the people you are to
manage will lead to GOALS, to determine their activity for the
coming year. The people management process in the company
in question can decide to include this goal setting process,
guiding the performance management process in turn.
Preparation and planning of the appraisal involves 5 stages.
Theses are as follows:
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1. Preparing the agenda- what you want to discuss in the
most effective order.

2. Identifying outcomes-the change that you want to see in
a person’s performance.

3. Diagnosing performance problems- identifying the
causes of underperformance.

4. Planning solutions- the strategies and the solutions for
achieving your desired outcomes.

5. Creating the appropriate climate- the climate you need
to establish in order to achieve your desired outcomes.

This planning process help to structure the time one gives to
planning appraisals so that they are used efficiently and produc-
tively. The most important part of appraisal system are the
feedback- how the performance is measured and communicated
to the employees.

Feedback Approaches
Some important and frequently used performance appraisal
methods are discussed as under:

1. Confidential Credit Rating (CCR)
This is the traditional way of appraising employee method. The
term CCR has come from China. The true meaning of the term
is to take the person in to confidence and then write the
confidential report. In India meaning of CCR is wrongly
interpreted. A confidential report by the immediate supervisor
is still a major determinant of the subordinate’s performance.
In some organisations CCR is also known as ACR.

2. Ranking Method
In this method the rater picks out the individual he considers
best, the one he considers next best and so on, ranks them in
order on the basis of their work. The advantage of this system
is simplicity and naturalness. It is useful when the number of
employees is small.

3. Paired Comparison
In this system every individual in the group is compared with
every other in the group. Usually only one trait, the overall
ability to perform the job is considered.

4. Person to Person Rating
Person to person rating scale is prepared by selecting 10-20
individuals of varying ability and then, ranking them in the
ability under consideration. In this method, a human scale is
created as for example, for evaluating ‘leadership’, the person
who has demonstrated the highest degree of leadership
occupies the first rank in the human scale and others based on
their demonstrated leadership abilities arranged in a descending
order. In this method the rater simply looks over the individu-
als selected as standards and checks the one nearest in the ability
to the person being rated.

5. Forced Choice
The forced choice rating form contains a series of items or
statements which usually describe degree of proficiency. The
rater chooses among the members of each group in terms of
how well he believes the statements the individuals being rated.
This method attempts to make performance evaluation more
objective.

6. Graphic Rating
This method is also known as point rating system. In such
scales, categories are provided with boxes with an un-inter-
rupted line placed just below the category notions on which he
indicates his rating by means of a check mark. On some graphic
scale only the extreme and midpoint categories are indicated by
means of category description.

7. Checklist Method
This is the adaptation of a method developed by Thurstone for
measuring attitudes. The statements in the form of a check-list
can be used by supervisors in evaluating the personnel working
under them. These procedures furnish the rater with a check-list
of pre-scaled descriptions of behaviour.

8. Cost Accounting Method
This method evaluates performance from the monetary returns
the employee yields to his organization. A relationship is
established between the cost involved in keeping the person,
and the benefit the organization derives from him.

Activity:
Discuss merits and demerits of the various feedback ap-
proaches. Which one do you find is used most in organisations.
The Problems with Appraisals
The problem with most appraisal systems is that by their very
nature they tend to collect all the functions of people manage-
ment into one key activity:  the appraisal interview.  This creates
three kinds of difficulty for the manager:
• Overload:  Most appraisals suffer because the manager is

under pressure to gather and record an enormous amount
of sophisticated information in a short space of time.

• Conflict:  Some of the required functions conflict with
each other.  The need to make decisions about pay can
overshadow all other functions, for example, especially in
the mind of the appraisers, who may often be unwilling to
discuss any other issue openly until they know how you are
going to rank, rate, grade or scale them ( or until they have
persuaded you that your decision is wrong).

• Rigidity: The formality of the system makes the
interaction between manager and subordinate rigid and
unnatural. The need to fulfill the system’s requirements
means that the manager can lose sight of the needs and
feelings of the individual being appraised. Several mangers,
for example, have complained to me about having to go
through the motions of discussing career development
with people who have no desire to develop their career
whatsoever.

It is because of these three difficulties that most people,
mangers and appraises alike, do not like appraisals.  In some of
the companies I have worked with, people have dreaded them.
In others, they have been dismissed as a complete waste of
time. At best they are seen as a necessary evade that hinders
rather than helps the real business of managing people. I have
never yet come across an appraisal system that has been
universally liked, welcomed and admired by managers.
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Activity:
Check with your parents how they are appraised? Does it have
any influence on their performance and satisfaction level?
Appraisals will always be difficult because one of their functions
is to make decisions about pay and rewards.  These decisions are
confronting: they force you to evaluate people, compare them,
make distinctions, decide that some people are more valuable
than others and tell the others that they are less valuable. But
you can make appraisal time more bearable by seeing the
appraisal as a tool for helping you to achieve your objectives,
rather than an obligation imposed on you by the personnel
department. You need to incorporate it into your process for
managing people, rather than see it as an interruption of that
process.
One way of doing this is to decide how many functions are to
be carried out at appraisal time.  This will vary form Company,
depending on their administrative processes, but it is often the
case that many of the functions that you assume have to be
done at the appraisal can be done at other times in the year. For
example, you could discuss career development with your
people whenever you like, formally or informally or you could
have regular meetings to review performance throughout the
year, so that the appraisal becomes a convenient mechanism for
summarizing what has been discussed.
It may be that all that you actually have to do at the appraisal
itself is submit your recommendations about pay, or fill in the
documentation to satisfy the personnel department.  The other
functions can be carried out as part of your on-gong process or
people management.  Use Exercise to consider the appraisal
system in your organization.

Exercise:
If a company operates a formal appraisal system, spends a few
minutes now reflecting on the various functions that the system
is intended to achieve.
Second, consider how many of those functions actually have to
be completed at the appraisal itself; could they be carried out at
another times in the year?
Result or target oriented appraisal systems (In the opinion of
Ganguli) have the advantage of offering a feedback to the
appraisee.  The feedback helps to keep the appraisee alert and
aware of the gains and shortfalls.  It may also serve as an
effective means for ensuring motivation and commitment.  In
this system, the appraisee gets an opportunity for self appraisal.
In spite of best selection and placement procedure in an
organisation it is observed that some perform well and some
do not.
Performance Appraisal (PA) and Counselling constitute a
major element in management and development of human
resources. People who have a strong desire for professional
achievement need a particular type of feedback and counselling
well when the feedback is ambiguous or when it comes to them
in a formalised, annual, or semi-annual review. They need
feedback that is frequent and clearly administered.  Very few
organisations in the corporate sector realise that PA is a correc-
tive device and act as an essential tool for improving employee

abilities and enhancing potential leading to healthy develop-
ment of human resources.

Modern Appraisal System
In many organisations, the objective of performance appraisal
has shifted from an evaluation of employees to the identifica-
tion of their potential and development.  In the traditional
approach, PA system essentially gives importance to perfor-
mance review and performance counselling.
 Modern PA is a structured formal interaction between a
subordinate and supervisor that usually take the form of a
periodic interview in which work performance of the subordi-
nate is discussed and feedback is given to him.  Many
companies have shifted from Annual Confidential Rating/
Confidential Credit way of target setting allowing employees to
express their views if Performance Review &Development
sessions.
Research Activity: What is potential? How can you differenti-
ate it from performance? Is there a different way to appraise
potential than performance? discuss the importance of
potential appraisal in class.
Gauri Shankar suggests that the starting point of developing an
effective appraisal system is to link the corporate goals/
objectives with that of each individual through a clear and
cascading process, which can be achieved through four steps,
• Outline corporate objectives,
• Outline the functional objectives,
• Establish job clarity, and
• Establish job goals.
Keeping this in mind, objectives, therefore, need to conform to
a set of principles which in themselves provide clarity on who
needs to do what, to whom and by when. This requires wetting
SMART (Stretching, Measurable, Agreed, Realistic and Time
bound) goals.
Self-appraisals can be used more meaningfully and objectively if
feedback is taken from trusted associate(s)/peer(s) who know
the job of the appraisee.  Secondly, feedback from trusted direct
reports are very useful provided they possess high degree of
both self-confidence and judgement.  Thirdly, feedback from
one’s superior becomes meaningful when the rate approaches
the superior for seeking guidance and wants to improve.  This
should be done informally so that no psychological barriers
subsist between the superior and the subordinate.  In this way
the mechanics of self-appraisal increases the care, value and
validity with which such appraisals are conducted.  Formal ways
of assessing oneself sometimes become very biased.

Activity (6 minutes)
Have you ever done a self- appraisal? Sit back and form a group
of around 4-5 friends of yours, get a self- appraisal done and
assess the results. What do you find??

360-Degree Feedback System
General Electric first started this system in the year 1992.  The
idea behind 360-degree feedback system is to identify areas for
both the individual and organisational improvement. This
system can be diagrammatically presented as follows:
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Definition
“The 360 degree feedback process involves collecting perceptions
about a person’s behaviour and the impact of that behaviour
from the person’s boss or bosses, direct reports, colleagues,
fellow”’ members in the project team, internal and external
customers and suppliers. “-Lepsinger, 1997
360-degree feedback is a full circle, multi-source and multi-rater
system of obtaining information from peers, subordinates. and
internal and external customers, about the employees perfor-
mance. 360 degree assessment is based on the assessment of an
individual’s management styles, competencies and behaviour by
colleagues horizontally and vertically by involving his boss,
peers and direct reports in the organisation. This is supple-
mented wit 11 self-rating and customer ratings.

When participant registers for 360-degree feedback programme,
he is required to give a minimum list of 10, and preferably
about 15 assessors from his seniors, colleagues and external
customers.  He is sent a self–assessment form along with some
assessments for each assessor.  The instruments contain
guidelines explaining the system of 360-degree feedback and
assuring anonymity of the assessment responses (Rao).
Companies using this system are General Electric, AT&T,
Digital Equipment Corporation, Nabisco, Warner, Lambert,
American Express, Godrej Soaps, WIPRO, CGL, Thermax and
many companies have joined the bandwagon.

Why Organisations need 360 Degree Feedback?
One of the major considerations for organisations which ha\’e
gone for 360 degree feedback, has been strategic integration and
alignment of performance management with business goals in
the increasingly competitive environment. It has helped them
create a mechanism for integrating inputs, creating an appropri-
ate work culture, and under-bidding The Company’s leadership
assessment and development programme. Although it would
be desirable to have a 360-degree feedback system in the entire
organisation, the experience in India shows that it has so far
been largely introduced at the top and in a few cases at the
middle levels in progressive companies.
In addition, there are numerous advantages of this system over
the other traditional methods of PA such as it
• Increases the focus on customer service,
• Supports team initiative,
• Creates a high involved workforces,
• Avoids discrimination and
• Assesses developmental needs

The main pitfall of this system is that it is time consuming and
has lengthy procedures.

Application of 360-degree Feedback

Personal Development of Employees
• Improving perception of the individual about oneself by

understanding how others perceive him/her;
• Helping an individual manage one’s performance better

and
• Facilitating learning process for the employee.

Team Development
• Increase in inter-personal communication among team

members; and
• Improved customer service as customer feedback is

included in the 360 degree feedback.

People Management

• Personnel selection and employee coaching;
• General personnel decisions-promotions, pay increases,

probationary status or termination;
• Training and Development-employee training,

management development, and organisational
development;

• Planning for development centres, identification of
development needs like the potential for leadership,
development and honing of competencies, career plann-ing
and development.

Competency and Competency Mapping

Definitions

• What is a Competency?
Competency is defined as a behaviors that describes excellent
performance in a particular work context ( e.g. job , role or
group of jobs, function, or whole organisation ). In other
words,  competency means actual application of knowledge.
Skill, and motives/attitude/temperament in carrying out
assigned tasks. A manager may be knowledgeable and skilled
but he hardly applies his/her knowledge and skill on assigned
tasks, the said manager cannot be rated as a competent person.

• Competency Mapping?
Competency mapping is a process of identify key competencies
for an organisation and/ or a job and incorporate those
competencies through the various process (i.e. job evaluation,
training, recruitment, career and succession planning ) of the
organisation.
Competencies form the basis of an individual’s consistent
thinking and behaviour in a variety of situations. For clearer
understand-ing it would be helpful to define and classify them
as follows:
• Motives: These are the needs, which direct, an individual’s

behaviour towards or away from a goal and act as a driver.
Affiliation, power and achievement motivation directing an
individual’s behaviour can be cited as an example of
motives.

                                         Supervisors

        Peers                               Self                     Customers

                                            Subordinates
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• Self-Concept: This is a person’s attitude toward self/ self-
perception/self-image exhibited in the form of self-
confidence or an inferiority complex.

• Traits: These allude to the physical characteristics and
enduring attributes of an individual leading to consistent
responses to stimulus/situations.

• Knowledge: This refers to the information a person
possesses about specific areas. Knowledge comprises many
factors like memory, numerical ability, linguistic ability, and
ability about special relations, among other things, and is,
therefore, a complex competency. Through measurement
of knowledge it can be predicted what a person can do
rather than what he/she will do.

• Skill: This is the application of an ability or ability to
perform a specific mental or physical task, e.g. rational and
logical thinking, analysis and synthesis, among others.

Set up new product
introduction project

COMPETENCY: User 
an understanding of market 
pricing
dynamics to develop pricing 
models Understanding

market price dynamics

COMPETENCY: Meets
all commitments in a timely 
manner

Achievement - wants
to do excellent job

COMPETENCY: Positions 
a new product introduction so that is
clearly differentiated in the market

COMPETENCIES

SKILLS KNOWLEDGE

MOTIVIES /
ATTITUDE /
TEMPERAMENT

How to Identify a Competency
The identification of competencies and the subsequent
develop-ment of a competency model constitute a specialized
task. If an organisation is aware of its competency requirements
for various level jobs, it can straightaway adopt the assessment
centre approach, otherwise running an assessment centre
without a knowledge of the requisite. Competencies will be like
an exercise without a definite goal.
The following steps will be helpful in the identification of
competencies.
• Step I: The first and foremost step in identifying a

competency or a set of competencies is to clearly establish
the performance criteria. It would be desirable to have a
group of specialists who are in agreement on the criteria for
judging superior perfor-mance for a job/role.

• Step II: After having identified the criteria, the next stage is
to select samples of average performers and outstanding
performers. The idea is to have two contrasting groups

selected on the basis of the performance criteria. If the size
of the population is large, the sample size of the total
population could be level’ cent of the total population.
However, if the population size is small, a higher
percentage will be desirable. The sample size should be
reasonably large to allow the statistical treatment of data.

• Step III: The third step is to collect data about the nature
of competencies, which could be done through surveys,
expert panels and behavioural event interviews (BEIs).
Although the survey method is a quick method of data
collection, it misses out hidden competencies that may be
unique to the job as the data are based on the questions
asked.

Expert panels or focus groups comprise line managers, HR
specialists, customers and outstanding jobholders. The panel or
focus group usually arrives at the competencies required to do a
job in an outstanding way through brainstorming. The
limitation of this method is that the panel usually does not
arrive at a full range of competencies and its accuracy level is
about 50 per cent as compared to the BEI.

Remember Your Lesson on Assessment Centers??
 The best way to identify a competency/competencies is
through a behavioural event interview (BEl), which is a form of
structured interview focused on the individual and his compe-
tencies rather than on the task. Through this method, data   is
collected on sample - behaviour leading to success in a role or
behaviour during events of frustration when a person failed to
achieve what he wanted. The use of BEl requires expertise,
which focuses on thoughts, feelings, behaviour and outcomes
to identify the patterns of intentional behaviour leading to star
performance. A comparison of the two extreme groups-star
performers and average performers-throws up the data on how
the two groups differ on performance criteria in a particular job/
role in a particular organisation.
• Step IV: Data collection is followed by analysis for building

a competency model. The analysis involves a thematic
analysis of the interview content and a statistical analysis of
the differences between the average performers and star
performers. The analysis may finally be presented in the
form of a competency dictionary with behaviour
descriptions as per the requirement of an Organisation.

• Step V: administering the questionnaires to a large number
of jobholders comprising average and star performers can
validate the competency model developed through the
steps mentioned above. However, where the number of
jobholders is small, the data gathered for selection or
appraisal can be utilized for validation or updating of the
model (Marshall).

For instance, you are required to map competencies of HR. The
resultant charting will look as follows.
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Competency modeling cannot be a one-time affair as compe-
tency requirements change in consonance with a change in
requirements on jobs. Even the motivational aspects and
resultant behaviour may change with time.
The competency model has considerable value and can be
utilized for various purposes like selection, performance
appraisal, succession planning, training and human resource
development where the selector can identify differentiator
competencies among average performers and star performers.
Competency modeling can also help in personal and team
development and in the improvement of productivity. Can you
tell how??
Frequently Asked Questions - Competency Mapping: A sample
• Question
My company is undertaking a Job Evaluation exercise, along
with competency mapping. Competency mapping is an area,
which has been least, explored in India. I would like relevant
information on Competency mapping, along with references so
as to develop my skills.
• Answer
Competency Mapping is a process of identifying key competen-
cies for an organization and/or a job and incorporating those
competencies throughout the various processes (i.e. job
evaluation, training, recruitment) of the organization. To ensure
we are both on the same page, we would define a competency as
a behavior (i.e. communication, leadership) rather than a skill or
ability.The steps involved in competency mapping with an end
result of job evaluation include the following:
1) Conduct a job analysis by asking incumbents to complete a
position information questionnaire (PIQ). This can be pro-
vided for incumbents to complete, or you can conduct
one-on-one interviews using the PIQ as a guide. A sample PIQ
that we use when conducting this step with our clients was
provided to this client. The primary goal is to gather from
incumbents what they feel are the key behaviors necessary to
perform their respective jobs.
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2) Using the results of the job analysis, you are ready to develop
a competency based job description. A sample of a competency
based job description generated from the PIQ was provided to
this client. This was developed after carefully analyzing the input
from the represented group of incumbents and converting it to
standard competencies.
3) With a competency based job description, you are on your
way to begin mapping the competencies throughout your
human resources processes. The competencies of the respective
job description become your factors for assessment on the
performance evaluation. Using competencies will help guide you
to perform more objective evaluations based on displayed or
not displayed behaviors.
4) Taking the competency mapping one step further, you can
use the results of your evaluation to identify in what competen-
cies individuals need additional development or training. This
will help you focus your training needs on the goals of the
position and company and help your employees develop
toward the ultimate success of the organization.To help you
with the implementation of these steps and attached tools, we
would recommend you consider reading the following materi-
als. Additional Resources:The Art and Science of Competency
Models: Pinpointing Critical Success Factors in Organizations by
Richard Lepsinger, Anntoinette D. LuciaBuilding Robust
Competencies: Linking Human Resource Systems to Organiza-
tional Strategies by Paul C. GreenHuman Resources Champion
by David Ulrich
In competency-based assessment, an individual’s knowledge,
skills, attitudes and values are assessed on the basis of their
demonstration in the assessment centre. Competencies, which
are assessed during the assessment centre, will obviously relate
to the competency requirement of the job.
A review of the assessment centre approach used by various
Indian as well as multinational companies reveals that the latter
differ in both rigor and approach. The difference is largely
related to the objectives for which this approach is being used.
The objectives may be anyone of the following

• Strategic alignment of competencies with business growth;
• Selection for job or culture fit;
• Career planning or succession planning;
• Training and development; and
• Individual and organization growth

Approaches to Competency Rating
A number of approaches can be adopted in order co develop
competency profiles for jobs and for assessing an employee’s
competencies against it.
1. Absolute Rating Scales
2. Paired Comparison Ratings
3. Forced Distribution Rating Scale. All these scales have been

discussed in other lessons in the same course, or in other
courses as well. So need not go in detail.

Benefits of Competency Mapping
We should as management student always keep in mind that
competency-mapping is a time-consuming and a serious

exercise and should be handled by only those professionals
who are trained in it. Initially, the help of a consultant may be
sought who can train some managerial staff in this technique.
Once adopted successfully, the approach yields a number of
benefits to both the organisation and the individual. .
Once the competencies are mapped a follow up skill audit is a
must, which can be carried out for assessing, measuring and
recording the com-petencies of an individual or a group
required for various job
Benefits of Competency – based Assessment at Organisation
level
• It helps an organisation in assessing the employees against

the industry/company-recognized standards.
• It can reduce training cost considerably as learning and

development take place on the job and only areas needing
development are considered for focus.

• Assessment data generated through this method can be
used for promotion to critical roles, succession planning,
filling up of vacancies and for forming teams with
complementary skills.

• It is very effective in identifying development needs and
human resource development.

• It can help in re-organisation and assessment of receptivity
to organisational changes.

• Through development of employees’ knowledge and
skills, the assessment/development centre approach can
improve organisational productivity and the bottom line.

Benefits of Competency-based Assessment at
Individual Level

• The individual can undertake self-assessment at one’s own
convenience.

• The knowledge and skills of .the individual come to light.
• The individual learns on the job, at one’s own pace.
• The time required for self-development taken by it is

comparatively much less than that taken by any other
method of self-development.

• It can suggest suitable moves for plateaued managers.
Integrating Competency Mapping with 360 Degree Feedback
There are a number of ways in which this exercise can be taken
up.
To start with the identification of competencies for various job
positions can  be done with the help of 360 degree feedback in
which the employee, his supervisor, subordinates and peers can
help identify competencies which differentiate star performers
from average performers.
Another way of integrating the two approaches is through the
involvement of the participant’s superior, subordinates and
peers in a simulated exercise to assess competencies like team
work, leadership and communication during the assessment
centre.
In a development centre the 360-degree method can be helpful
in providing feedback to the participant on his areas of
improvement in a non-threatening manner. Some
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organisations like SmithKline Beecham first adopted the
assessment centre approach for competency profiling and later
moved to the 360-feedback method. In India, organisations are
hesitant to adopt the 360-degree feedback method for appraisal
but are using it for developmental purposes, thereby moving
from 360-degree feedback to development centre and then to
the assessment centre approach.
In a nutshell, since these two approaches are complementary,
instead of adopting them on stand-alone basis, the
organisation can thus reap better returns by combining the two.
But this would require an ‘appropriate’ culture in the
organisation.

Summary of the lesson:

• Performance Appraisal is the process through which an
employee’s behaviour and accomplishments for a period
are measured and evaluated.  It is a systematic way of
judging the relative worth or ability of an employee in
performing his or her task.

• Before implementing any performance appraisal system, its
reliability and validity should be in place.

• Appraisals should be conducted in such a way that it either
maintain or enhance the selfesteem of employees.

• The objective of performance appraisal has shifted from an
evaluation of employees to the identification of their
potential and development.

• Developing an effective appraisal system can be achieved
through four steps, which are Outline corporate objectives,
Outline the functional objectives, Establish job clarity, and
Establish job goals.

• Competencies are the underlying characteristics of an
individual, viz. knowledge, skills, attitudes, values, self-
concepts, traits and motives that have a causal relationship
with effective and/or superior performance in a job
situation. Because of their underlying characteristic, these
are considerably deep and constitute a lasting dimension of
an individual’s personality. These have predictive value and
provide the basis for predicting an individual’s behaviour.

• 360degree feedback system helps in create a mechanism for
integrating inputs, creating an appropriate work culture,
and under-bidding.

Exercises:

A Case Study
A large public limited corporation dealing in manufacture and
distribution of consumer goods followed an appraisal form in
which the immediate superior evaluated the manager’s perfor-
mance on the various attributes such as appearance, personality,
initiative, judgement, resourcefulness, character, loyalty, integrity,
leadership quality, communication skills etc. The appraiser
recorded the evaluation by ticking the most appropriate box
below the evaluative word, viz., “outstanding”, “above average”
, “average”,  “below average”, which were given

Performance Appraisal
Against each characteristic being evaluated. The next higher
authority reviewed the appraisal by the immediate superior. If

the performance of a manager was rated “below average”,
counseling was done to help him/her to overcome the
shortcoming. There was, however, no practice of communicat-
ing the appraisal, whether positive or negative, to the employee.
A review of the appraisals carried over a period of three years
revealed that immediate superiors hand a tendency to play safe
and usually overrated their employees. Therefore these apprais-
als were not reflecting true worth of the employees. Besides, no
information was available about job knowledge,
innovativeness, or the training and development needs of the
employees. The management was also in the dark about the
potential of the employees to assume higher responsibilities.
Consequently, difficulties were being experienced in preparing
succession plans.
Realizing the need to do something to tide over these difficul-
ties, the General Manager (Personnel & Administration )
decided to revise the appraisal form. In the new form, apprais-
ers were to record their assessment mainly on two areas –
knowledge and skills. The area of knowledge covered knowl-
edge of product, knowledge of job, knowledge of operations,
and knowledge covered knowledge of product, knowledge of
job, knowledge of operations, and knowledge of the business
environment. The area of skills covered communication skills,
inter-personal relational skills, readership skills, and skill sin
training and developing subordinates. Beside3s, information
was also obtained about analytical ability, training and develop-
ment needs of employees, and potential for advancement in
their careers. Performance was to be evaluated by ticking one of
the four grading – A, B, C and D – where ‘A’ stood for “out-
standing” performance, ‘B’ stood for “Above average”
performance, ‘C’ stood for “Fair” performance, and D’ was
“Inadequate” performance. The appraiser had to substantiate
the ratings by citing specific instances of the employee’s
performance. Information about analytical ability, training and
development needs, and potential for advancement was
obtained through open – ended responses on the appraisal
form.
A quick survey made of the appraisals in the new form showed
that the problem had become acute. There were contradictions
in the appraisals in the different columns in the same form.
Appraisers were finding it difficult to cite specific instances in the
appraisal form, although they had started maintaining an
‘incident dairy’. They also feared that they would become
unpopular among their subordinates if they became too critical
in their assessment. They also had a feeling that the new form
was introduced without much consideration and without their
involvement, and appraisals had become much more difficult to
make now than when the earlier form was used.

Questions

1. What went wrong with the new appraisal form?
2. How should the corporation have gone about introducing

the new form to make it more acceptable?

More Exercises:

1. What is performance appraisal? What are its basic
objectives?
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2. “Performance appraisal is a waste of time”. Do you agree
with this statement? Give reasons for your views.

3. What are the basic issues that need to be resolved before
introducing a performance appraisal system in an
organisation?

4. Discuss in detail the performance appraisal process.
5. Differentiate between absolute rating methods and relative

rating methods and state the merits and demerits of each
one of the methods in these groups.

6. What are the common errors in performance appraisal?
What step will you take to make the appraisal more
effective?

7. Explain the characteristics of an effective performance
appraisal system.

8. How will you ensure that performance appraisal can be
legally defensible?

9. What effect does performance appraisal have on
productivity and quality of work life?

10. What are BARS? Discuss. Behaviorally anchored rating
scales.

(a) Are of no help in reducing rating errors.
(b) Are developed by line managers alone.
(c) Specify definite, observable, and measurable job behaviors.
(d) Contain general descriptions of traits displayed by

employees.
(e) Are developed after classifying employees into different

groups depending on their performance.
11. Can MBO be used for performance management? If yes,

then Management by objective as Performance appraisal
methods.

(a) Is highly effective in an environment where management
has little trust in its employees.

(b) Can be easily implemented in any organisation.
(c) Is built on the assumption that individuals can be

responsible, can exercise self – direction, and do not require
external controls and threats of punishment to motivate
them to work towards their objectives.

(d) Involves setting of objectives unilaterally by the boss.
(e) Permits full freedom to employees to determine objectives.
12. An effective performance appraisal system is characterized

by: -
(a) Subjectivity, confidentiality, and complexity.
(b) Relevance, reliability, sensitivity, acceptability and practicality.
(c) Rigid observance of prescribed instructions.
(d) Dynamism, leading to frequent changes in the system at

short notice.
(e) Similarity of treatment given to good performers and bad

performers.
13. Divide yourself into groups; develop a list of

competencies required for a management trainee.
Develop a competency map for the same. What do you
see? Are you ready for the competencies

     developed? Develop objectives to chart out objectives for the
same (MBO).

14. You are a senior as per semesters you have cleared. Would
you like to be evaluated by your juniors? Why and why
not? What if a 360-degree system was introduced in your
institute?

15. What are the implications when you find that a person has
given you negative appraisal? Introspect. Can these be
considered as risk in appraising? Develop insight on how
to avoid biases from the same.

Performance Management Systems

Feedback Approaches
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Performance Appraisal

“Performance Appraisal is the process 
through which an employee's behaviour and 
accomplishments for a period are measured 
and evaluated.  It is a systematic way of 
judging the relative worth or ability of an 
employee in performing his or her task.”

managing people

� Planning
� Doing
� Reviewing

Overall Objectives

� Activity Objective 
� Performance Objective
� Career Objective

Parameter for Objective

� � Realistic,
� � Honest, and 
� � Balanced.
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four key areas of performance 
management philosophy

• Measurement
• feedback
• positive reinforcement and 
• contingency management

Preparation and planning of the 
appraisal

� Preparing the agenda
� Identifying outcomes
� Diagnosing performance problems
� Planning solutions
� Creating the appropriate climate

Feedback Approaches

1. Confidential Credit Rating (CCR)
2. Ranking Method
3. Paired Comparison
4. Person to Person rating
5. Forced Choice
6. Graphic Rating
7. Checklist Method
8. Cost Accounting Method

Problems with Appraisals

• Overload
• Conflict
• Rigidity
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Modern Appraisal System

� Outline corporate objectives,
� Outline the functional objectives, 
� Establish job clarity, and 
� Establish job goals.

SMART (Stretching, Measurable,
Agreed, Realistic and Time bound)
goals.

360-Degree Feedback System

“360-degree feedback is a full circle, 
multi-source and multi-rater system of 
obtaining information from peers, 
subordinates. and internal and external 
customers, about the employees 
performance.”

360-Degree Feedback 
System

� Advantages:
• Increases the focus on

customer service, 
• Supports team initiative, 
• Creates a high involved

workforces,
• Avoids discrimination and
• Assesses developmental

needs

� Application:
� Personal 

Development 
� Team Development 
� People Management

Performance Management Systems

Competency Mapping
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Competency Mapping

“Competency mapping is a process of 
identify key competencies for an 
organisation and/ or a job and incorporate 
those competencies through the various 
process (i.e. job evaluation, training, 
recruitment, career and succession planning 
) of the organisation.”

Competency

“Competency means actual application of 
knowledge, skill, and 
motives/attitude/temperament in carrying 
out assigned tasks.”

Issues in Competency Mapping

� How to Identify a Competency
� Approaches to Competency Rating
� Benefits of Competency Mapping

at Organisation level
at Individual level

Integrating Competency Mapping with 360 
Degree Feedback
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Contents: An Introduction

Integrating Competency
Mapping with 360 Degree
Feedback

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the nature, features and process of 
appraisal systems.

� Modern appraisal systems
� Process and scope of competency mapping.

Dear students, in this lesson we will be going through a actual
case on competency mapping as it took place in an Indian
organization. The aim behind this particular excerpt is for you
to gain an insight into implementables of the process. This
piece of an article has been taken from the original writing of
R.Acharya and T.Mazumdar. Go ahead!!

Imperatives For Wipro
The following imperatives are accorded significance at Wipro:
1. Wipro’s vision statement begins with the belief that

“people come first”. This clearly underlines the emphasis
on people processes.

2. Wipro has ambitious growth plans and a large portion of
its business is concentrated in the knowledge area.
Knowledge resides in the minds of people and their
“competencies”

3. Over a period of time, various processes such as selection,
progression and training have been using various app-
roaches. It was imperative that all of them were connected
to each other through a uniform language.

4. With a high level of recruitment and selection, it became
important for the selection process to be interviewer
dependent.

5. Managers and leaders are required at all levels. If people
know what is expected of them, they know how to

LESSON 31:
PERFORMANCE MANAGEMENT SYSTEMS: A TUTORIAL

develop themselves. Competencies define what is expected
in precise terms. This also gives a clear direction to the
training and development plans.

6. Having already reached SEI level 5, the highest recog-nition
given by the Software Engineering Institute for processes,
there was a need to develop people capability. Wipro
decided to adopt the People Capability Maturity Model
(PCMM) and to reach level 3, the framework requires that
all people processes are competency based.

7. There was a need to have ‘Assessment and Development
Centres’ for selecting and developing the best of talent.
While these can be run by using ready-made instruments in
the market with in-built competencies, there was a strong
feeling that t-his is, in a way, putting the cart before the
horse. If those competencies are first defined which have
absolute relevance for Wipro, then the assessments make
greater sense.

All these imperatives helped define Wipro’s own competency
framework that would not only integrate the various people
processes but also create a solid foundation for assessment and
development centers.

Steps to Define Competencies

The following steps were used to define competencies:
1. Once the need for competencies was clearly defined, a lot of

time was spent in understanding and researching the
subject. A few people attended formal courses both in
India and overseas.

2. Some of the best companies in the world were visited to
find out how they implemented competencies, including
AT&T: which is known to have pioneered the concept in
industry.

3. Presentations were made to the top management of
various business units in the Wipro Corporation. One
business unit volunteered to begin the process.

4. A team was created to identify success behaviors for a
particular critical role, viz. that of a middle manager, in the
business units. The team consisted mainly of line
managers who had a direct feel of what the role required.

5. Empirical approach and various techniques were used such
as:

Critical Incident Technique: Respondents were asked to
relate specific incidents, which highlighted exemplary behaviors
in critical situations. This is based on the assumption that the
best and worst of a person surfaces in a crisis.
Repertory Grid: In this technique, respondents were asked to
think of the top 10 performers and 10 poor performers they
have witnessed in a role. They were then asked to give
behaviour that differentiates the best from the worst. These
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behaviors were used to create appropriate constructs for arriving
at successful behaviors. We also used structured interviews to
arrive at success behaviour clusters.
6. It was felt that one must define competencies not only for

a given role but also for roles above and below that.
Further these competencies needed to be validated. Finally,
a need was felt for standard tools to measure these compe-
tencies.

7. For this, Wipro approached Seville and Holdsworth, an
internationally renowned organisation in this area, to help
the organisation take this task further.

8. With the help of Seville and Holdsworth, vision and
values of Wipro were examined and future organisation
compe-tencies were defined. This helped in determining
what the individual competencies were needed.

9. With extensive interviews, the validated framework of
Seville and Holdsworth was tailored to Wipro’s plans and
values.

10. The end result is the Wipro Competency Dictionary, with
24 competencies that can be mapped on to various
functional roles and different levels in the organisation.

11. The dictionary has been applied to selection, by designing
selection data sheets based on competencies and to
training, by creating competency-based programmes. It is
in the process of being applied to other processes as well.

12. Once these fit closely into the warp and weft of organi-
sational needs, Wipro would attempt to use them for
developing Assessment Centers for important roles and
Development Centres for developing high potential!.

Lessons Learnt
The following lessons were learnt while developing a compe-
tency framework at Wipro.
1. It is tempting to take on competency modeling either

because it is the “in-thing” to do or as a self-actualizing
activity for HR. The need should be clearly established and
accepted by top management or. it could become a solution
looking for a problem.

2. A framework should be built on what exists rather than
offering something totally new. It is difficult to tell people
that we are sorry, that we thought you were good based on
our earlier criteria, but that competencies now show that
you are bad after all these years.

3. It is very important to begin with organisational values
because no framework can succeed if it contradicts them.

4. Competencies should be defined for a role and not for a
job since in the dynamic environment of today, jobs keep
changing. Also, irrespective of what is drawn on
organisational charts, people define their roles and jobs
based on their own abilities. For example, there may be
two people carrying the title of “project manager”. But
what one person does could be very different from
another.

5. Competencies should be defined for all roles in a given
function for a business. This is because people at a lower
level want to find out what will take them to the next -

level. And after knowing, they need time to develop these
competencies. In the software development function, for
instance, we have defined the competencies for the role of a
team member, module leader, project manager, technical
manager, and business manager/domain head.

6. First the competencies should be defined and then one
must look for measuring instruments. There are so many
measuring instruments which have their own competencies
that they may confuse the employee on what is being
measured and why.

7. Assessment and Development Centres should be planned
after the competencies are fully soaked into the organisa-
tion, otherwise, there is a danger that the output of these
programmes may not be reinforced after the pro-gramme.

Leadership Interpersonal
. Effective delegation
. Developing staff

. Interpersonal sensitivity

. Teamwork

. Building and maintaining
relationships
. Integrity
. Flexibility
. Cross cultural awareness

Analytical
. Problem solving
. P lanning and delivery
. Specialist knowledge 
Dynamism
. Self confidence
. Decisiveness
. Drive
. Initiative
. Persuasiveness
. Oral communication skills
. Written communication
skills

Business Awareness
. Strategic perspective
. Commercial orientation 
. Innovation
Operational
. Concern for excellence
. Customer service orientation 
. Global thinking and acting

Conclusion
Just like the chef who is admired for being able to consistently
serve the same dish with exactly the same taste, the framework
of competencies allows organisations to develop employees
who can succeed on a sustained basis. The trick is to ensure that
not only is the same soup served every time, but also innova-
tions are made that do not compromise with the same level of
excellence.
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Lucent Technologies:

General Description
At Lucent Technologies, succession planning is a key process for
future growth and profitability. Lucent’s succession plan is
divided into two processes: identifying leadership requirements
and current talent and then talent development. Phase II serves
as an ongoing outgrowth of the first process. As a new
company, Lucent has already begun to roll out phases of its
succession plan at the corporate level. Last year, the Lucent
Leadership Systems Organization developed a structured
process for identifying talent with the “Talent Review.” Indeed,
the review and identification process set the stage for the
succession planning that Lucent is doing at present. This year,
the division turned its attention to developing identified talent.

Process Overview
Lucent CEO Richard A. McGinn set goals for succession
planning. He has requested that the most senior leaders develop
their own succession planning processes by looking at their own
positions (the current and future requirements for each
position) and matching capabilities and identified talent to
position requirements. In addition, each senior executive has
been asked to identify three possible successors for themselves.
With the tools and criteria for development in place, Lucent
believes that Phase II of the succession planning process is well-
positioned to take flight. Phase II focuses on mentoring,
rotating job experiences, and cross-functional movement to
help potential leaders grow and develop their talents. Lucent has
plans to list educational opportunities and possible executive
coaches on its corporate Intranet to facilitate these next steps
and hopes to design development strategies and programs in
greater depth.

Competencies
Lucent Technologies has a state-of-the-art process for assessing
talent. Senior management evaluates possible successors on two
primary criteria:
• performance measures and
• the ability to develop and adapt.
Lucent’s leadership profiles are grounded in these two standards
by which all behaviors, talents, and skills are measured.
Individuals are evaluated on their competencies over time,
measuring their performance and their ability to develop and
adapt. A focus on results and how one achieves results exists in
Lucent’s evaluation and development process; therefore, senior
managers and business directors assess a high potential’s
technical functional skills, past job experiences, and the behav-
iors. After evaluations of current critical success factors are made,
high potentials and coaches examine Lucent’s leadership profile
to identify performance gaps. Mentor and protégé partners
focus on behaviors required of every leader to make Lucent

Technologies world-class. These global behaviors are listed in
the box below.

Lucent’s Leadership Behaviors

• Thinking globally

• Focusing on results

• Performing tasks & projects with speed

• Keeping a customer focus

• Having concern for people

• Possessing respect for others

• Trusting others and being trustworthy

Measurement
Lucent has taken several steps to ensure the success of its
succession planning process. First, a dedicated department
within Lucent assumes the sole responsibility for designing and
refining the process. Top executives busy themselves with
identifying and developing potential successors; therefore, the
Leadership Systems Organization has taken on the task of
developing new succession planning strategies, soliciting
feedback, and improving the system.
Another important prescription for achievement in any
succession planning process is the retention of high potentials.
Lucent shops for talent company-wide and rewards the most
capable employees handsomely; however, those individuals
most likely to fill top leadership positions receive company
stock options. Offering high potentials stock options creates a
bond between the possible successor and the company. Lucent
clearly incents its most promising future executives to remain at
Lucent and continue developing their talents and skills.

Lucent Technologies Model
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Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the concept of Coaching and 
Counselling.

� Difference between Coaching and 
Counselling.

� Qualities of a counsellor and Coach
� Industry examples

LESSON 32:
COUNSELING AND COACHING

Introduction:
The results are out!!Samir scoring 88% in his high school exams
now is in a dilemma as to which way to go! Choose science and
become a doctor as his parents want, go for merchant navy
where his friends say there is lots of money, or get into
management and head a big organization sometime in
life.Tanya done with her post graduation in Insurance has her
interest in further studies, but at an age of 24 yrs she also needs
to start earning her living, while parents want her to get married.
Which way should she go?An inefficient Project manager is
now heading Varun in job for last 3 years, working always
towards completion of task with absolute sincerity and
achieving the objectives. This has brought in certain issues
between them. He is a master in his job and can get a salary hike

if he changes the organization but as the company has a brand
he doesn’t want to leave the job. But again working under
inefficient boss is reducing his work efficiency. How does he
deal with this?

In all the above cases there is lack of right knowledge, motiva-
tion and someone to help these people out. This itself lays the
foundation of our current lesson –”Coaching and Counseling.”

You all might have experienced counseling at one time or the
other, directly or indirectly. But counseling in organisations a bit
too far?? No, nowadays it’s an accepted part of the whole
system. In most of the organisations, it is a MUST!! Lets us
find out more about it. Shall we??

Counselling

Background
Counseling has been practiced in one form or the other since
the beginning of mankind. The root of counselling as a
method can be traced back to the work of Breuner & Freud and
their method of treating mental patients.  Freud’s method of
psychoanalysis dominated the field of psychotherapy for half a
century, which emphasized this relationship between the
therapist (doctor), and client (patient).
Carl Rogers appeared a little later on the scene and worked
extensively towards understanding counselling process.
According to him, a constructive approach to the patient brings
about a change in personality.
Many organizations encourage counselling, but most of them
use it incorrectly.  In fact it is not uncommon to find executives,
who interpret counselling as “giving feedback in a threatening
way” or “correcting undesirable or unsatisfactory behaviours”
of employees by pointing out and warning them not to repeat
these behaiour further”.  This is not counseling!! This is not
counseling at all. Giving feedback, giving warnings, correcting
subordinates, pointing out norms, enforcing norms and
disciplines, stressing the need to follow procedures etc. are all
integral parts of a manager’s roles and are not the same as
counselling.

Definition
“Counseling is a set of techniques, skills and attitudes to help
people manage their own problems, using their own
resources”.”Counselling is helping a person to help
himself”.”The process of helping others is technically known as
counseling”.

Counseling Process:
Counselling is helping relationship – relationship between
Helpee and helper. Helpee, the one who is in need of orienta-
tion and helper, the one  who has all the required knowledge
and tools to handle the situation of the helpee.
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Helpee/
Counsellee
       |
The skill of
Expression

Helpee  / 
Counsellor
        |
The skill of
Listening

    TRUST

Counselor’s Quality: not everyone can sit and become a
counselor. This requires carrying certain traits, which would help
the person on other side of the desk to rely on him and carry
out the whole process of counseling at an easy pace. The traits
are listed in the form of a grid below.

Listener Confidence Patience Encourage counseling to speak

Empathy Genuineness Understanding Keeping the counselee in the 
track

Modulation
of voice

Analytical Probing Mirroring (to help the person to 
develop)

Activity (10 minutes)
You are an employee in a bank. One of your female colleagues
has a problem; she tries to put in her best efforts to try
achieving her targets but the boss seems to have a problem and
is never satisfied of his work. Figure out ways to orient her in
the right way of performing task and maintain better chemistry
with the boss. Note the conversation.

Stages of Counseling

1. Preparatory Stage: The aim is to establish rapport or
prepare a base for communication
• Welcome
• Offer him a chair Behaviour:  Feeling to be expressed
• General Remarks
• Purpose of meeting
2. Intermediate Stage:
• Exploration Behaviour: Co-operation, Empathy,
• Understanding Open Mind, Support, Maturity
3. Helping to reach a solution and Behaviour:  Genuine,
Concern,

develop time bound action plan Support

Types Of Counselling
In order to be successful, counselors use various skills and
techniques to increase people’s awareness of problems and to
decide on appropriate actions. The accomplishment of these
purposes requires that counselors be active listeners who use
their skills to formulate educated guesses and to continually
test, reject, or accept these hypotheses. Some of the most
effective methods counselors use to achieve these purposes are
as follows:
1. Non-Directive Counseling.
2. Directive Counseling.
3. Co-operative Counseling.

Directive and Non-directive Counseling

Basis Directive Counseling Non-directive

Counseling
1.Counseling Method The counselor controls the direction 

of conversation and takes active 
part.

Counselee (employee) controls
the direction of conversation
and does most of the talking 
and also takes final decision.
Solution of the problem is the 
counsel eels own responsibility.

2. Responsibility It is counselor’s responsibility to 
help the counselee arrive at the 
solution of the problem.

3. Status of the Parties Here it is implied that the counselor 
is superior and knows what to do. 
Counselee is treated to be an 
incapable and mentally deficient 
person.

Here the counselor as a social 
and organisational equal, who is 
assumed to possess mental
health_ social intelligence, and 
emotional stability, treats the 
counselee.

4. Emphasis Emphasis is on surface symptoms, 
on solution of a current problem, on 
immediate stress removal.

Emphasis is on deeper feelings 
and problems, on adjustment of 
a person, and on the overall de-
velopment of the employee to 
solve future problems too. It 
emphasizes changing the
person.

5. Role The role of counselor is important 
because he has to give 'advice' in 
order to solve employee's emotional 
-problem; the counselor 'judges' 
feelings by offering blames or
praises.

The role of the counselee is 
more significant because he is 
psychologically independent as 
a person, chooses a solution, 
and grows in ability to make 
choices in the future. The 
counselor 'accepts' feelings of 
the employee.

Counselling in Organisations

Coaching Dialogue
The following dialogue shows how to get an employee to agree
on a performance problem. The scenario involves an employee
who has been turning in status reports late.
Painting a mental picture.
Manager: As I said in my message, Alan, I wanted to meet with
you this morning to talk about your weekly project status
reports.
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Employee: I know I’ve been a little late a few times, but I think
I have everything under control now.
Manager: I’m glad to hear that, but I wonder if you’re aware of
exactly how many reports have been late the past two months?
Employee: I suppose two or three. I remember your talking to
me about this before.
Manager: You’re right. I have mentioned it to you three times
before. But are you aware that during the past two months, six
out of eight reports have been late? I thought that during our
previous conversations, I’d made it clear that my expectation is
that status reports will be turned in on time.
Employee: I guess I didn’t realize it was that often.
Manager: So, do you think this is an area in which there’s room
for improvement?
Employee: I guess it sounds like that, but I think it’s also
important to keep in mind that the primary focus of my job is
installing and debugging computer systems, not filling out
reports.
Manager: I couldn’t agree more. But I’m curious, Alan. On a
scale of 1 to 10, with 10 representing the most important
aspects of your job, how do you rate completing reports?
Employee: About a 3 or 4.
Manager: So, you are aware that completing reports on time has
a measure of importance.
Employee: Sure, but the installation and debugging are more
important—a 9 or 10.
Tilting the scale.
Manager: I agree. But I wonder whether you’re aware of some
consequences when you don’t turn in reports on time. Em-
ployee: You get on my back about it.
Manager: You’re right. What else?
Employee: Well, a couple of people have said jokingly that they
thought I was getting special treatment because I didn’t have to
turn in my reports at the beginning of each week like everyone
else. But I don’t think that’s the case.
Manager: I hope not because that’s not my intention. Can you
think of any other consequences?
Employee: Not off the top of my head.
Manager: Do you now see this is a problem that needs atten-
tion?
Employee: I suppose I can understand why some people might
feel like I’m getting special treatment, but my job is to install
computer systems—not fill out reports.
Manager: I already agreed that’s the main focus of your job, but
I think we also agreed that completing the reports on time was
also part of your job.
Employee: Yes, but not nearly as important as the other parts.
Manager: True. What else do you think happens when your
reports are late?
Employee: I’m not sure.
Manager: Let me share a couple of things with you. One is that
on Mondays, I get calls from department managers wanting an
update. If I don’t have your status report, I can’t answer their
questions.

Employee: I can see how that could be embarrassing.
Manager: Right, but it’s not just my embarrassment that I’m
concerned about. It also gives our department a bad reputation.
Employee: I can see that, too.
Manager: In addition, when your reports are late, that puts me
in a bind to get my summary reports to my boss on time.
Employee: I’m sorry if I’ve caused you problems. I guess I
assumed you had more flexibility.
Manager: I accept your apology; I know you weren’t trying to
create problems for me. But can you now see how this is
something that has to be addressed?
Employee: I can see that it causes more problems than I was
aware of, but I still don’t see that it’s such a big deal. I feel like
we’re losing sight of the main focus of my job.
Manager: I think we agree on the primary focus of your job.
The difficulty we’re having is agreeing on the importance of
getting reports in on time. What do you think I’m going to be
forced to do if you don’t start turning in reports on time?
Employee: I suppose you’ll include it on my performance
appraisal.
Manager: Yes. What else?
Employee: I suppose you could stop giving me projects and
stick me with less interesting jobs.
Manager: That’s also true, but I don’t want to do that if I don’t
have to. Can you think of anything else?
Employee: Not really.
Manager: Well, there is one more thing. There are opportunities
to be a group leader, but unless you demonstrate some
administrative capabilities, like doing your reports on time, I’d
be reluctant to give you one of those assignments.
Employee: I don’t want that to happen.
Manager: Can you now see how this is something that needs to
be corrected?
Scale is tilted.
Employee: If I’m going to miss out on opportunities to be a
group leader, as well as the other things we talked about, I agree
that I had better do something to start getting the reports in on
time.
Manager: Good, I’m glad that we both see this as something
that needs improvement. Now, what do you think you can do
to get reports in promptly?
The manager is now ready to shift the focus of the meeting to
mutual problem solving. That is achieved by working with the
employee to identify possible solutions. Had the manager
changed the focus at any earlier point, she wouldn’t have had
the employee’s agreement that there was a performance issue.

Coaching

Definition

“Coaching is a personal (usually one – to – one) on the job
approach used by managers and trainers to help people develop
their skills and levels of competence.”
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Coaching v/s Counselling

Coaching Counselling

More direct and instant No direct or instant feedback

Feedback is given then and 
there

No continuous monitoring of 
performance

Coach continuously monitors 
performance

Helps by giving suggestions and 
advice

Helps not only by telling but by 
demonstrating the correct 
actions

Role (of a counsel lor) is indirect 
passive

Coach has active role Counsellor has passive role

Coaching is proactive in its 
approach

Counselling is reactive in the 
approach

The Achilles Heel of Coaching
“……….While heading home at day’s end, you begin reflecting
on a coaching meeting you had earlier that day with an em-
ployee, Chris. You hope that, this time, you finally succeeded in
getting him to understand the importance of spending less
time socializing in the office. If not, you feel that your only
remaining alternatives are to give him a poor performance
evaluation or demotion or maybe even fire him. You’re
reluctant to do either of the first two things because you know
they would disrupt the positive work relationship you’ve had
with Chris. And you don’t really want to fire him. On the other
hand, you’re running out of patience; this is the fourth time
you’ve said something to Chris about the situation. Admit-
tedly, the first few times, your comments may have missed the
mark because you gave him only some casual feedback. But
about a month ago, you held a formal coaching meeting with
Chris, in whom you discussed the situation in depth and came
away thinking that he understood the need to change his
behavior. In fact, he did change. But after a week or so, he was
back to his old behavior.”
Sound familiar? Coaching is viewed as a way to provide
ongoing feedback to employees about their performance.
Coaching is just as applicable in traditionally managed organiza-
tions as it is in those structured around teams. People at all
organizational levels as well as team leaders can use coaching.
But unless you can get an employee to recognize and agree that
he or she needs to improve and change, coaching is likely to fail.

Not a Chewing Out!!
As the use of coaching rises, so does the confusion over what it
is and isn’t. I define coaching as an interpersonal process
between a manager and an employee in which the manager

helps the employee redirect his or her performance while
maintaining mutual trust.
Coaching differs from feedback, although feedback is part of
the coaching process. A manager or supervisor in response to a
specific event or situation gives feedback; coaching focuses on a
pattern of behavior.
Examples of patterns of behavior include missing several
deadlines in a short period despite being reminded that meeting
deadlines is important, continuing to arrive late for work after
being told tardiness is not acceptable, and continuing to
interrupt others in spite of receiving feedback that such
behavior isn’t appropriate.
Coaching is not chewing out, taking to task, or threatening
employees to try to improve their performance. Those tactics
can work, but the results may be worse than the original
problem. Such approaches tend to make employees passive-
aggressive. They will walk the line and do nothing more or less
than what’s asked.
In general, a coaching meeting should take place only after an
employee understands clearly what’s expected and has received
feedback at least once that his or her performance is not what it
could or should be. However, in some cases, certain significant
events•  may be the focus of a coaching meeting, before they
develop into a pattern of behavior. For example, a manufac-
turer decided that any safety violation—no matter how
minor—would be addressed in a coaching discussion and, if
significant, could lead to formal discipline.
• Coaching involves these elements:
• A two-way dialogue
• A series of interdependent steps or objectives
• Specific coaching skills
• Mutual satisfaction.
The coaching process has two primary areas of focus: helping an
employee recognize the need to improve his or her performance
and developing an employee’s commitment to taking steps to
improve performance permanently.
Steps in coaching process:
Here are the main steps in the coaching process:
1. Build mutual trust.
2. Open the meeting.
3. Get agreement on the performance problem.
4. Explore solutions.
5. Get a commitment from the employee to take action.
6. Handle excuses.
7. Close the meeting.
All of the steps are important, but the most critical one is often
not understood or carried out effectively—getting an employee
to recognize and agree that there’s a need to improve his or her
performance. That step is equally important whether an
employee has a specific performance problem or an employee is
an average performer who could do better. Without agreement,
there’s little likelihood that any improvement will occur or that
it will be permanent.
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In my experience, I’ve found that there are several reasons
managers fail to get employees to agree that they have a
problem.

Problems in Coaching

• They assume.
Many managers bypass the step of getting agreement because
they assume that an employee views the problem in the same
way that they do. However, that is often not the case, especially
when the performance problem is a pattern of behavior rather
than a single event. People generally do things that they perceive
to be in their own best interest. So, employees who realize that
their work behavior isn’t in their best interest are more likely to
change.
In a typical coaching situation—especially one involving a
behavior pattern—an employee is likely to perceive mostly
positive reasons for continuing his or her behavior. Take an
employee whose pattern is being late for work. Let’s assume
that the employee knows what the work hours are and has
received feedback from his or her boss about being late. So, why
does the employee continue to be tardy? He or she probably
sees fewer negative consequences than positive ones--such as,
avoiding rush-hour traffic, having a leisurely breakfast, sleeping
late, or feeling autonomous.
• They Avoid.

Another reason managers fail to get agreement is that they
avoid coaching situations because they feel uncomfortable
confronting employees. They hope that employees will discover
the error of their ways. But that’s not likely because employees
tend see mostly positive reasons for continuing their behavior.
• They Generalize.
Many managers talk only generally about an employee’s
performance problem instead of citing specifics. In such cases,
an employee isn’t likely to see that his or her performance is
different from what’s expected or from others’ behavior—
particularly regarding such issues as turning in late reports,
taking extra time for lunch, leaving work early, and socializing
too much. Unless a manager can point specifically to what an
employee has done over what length of time and how that
compares to an agreed-to expectation or other employees’
performance during the same period, the employee isn’t likely
to think his or her behavior is a problem.
• Right String, Wrong Yo-yo.
Many managers seek agreement on the wrong issue. They strive
to get an employee to agree on the events leading up to a
coaching meeting but miss the larger, more important issue—
that a performance problem occurs each time the event happens.
For example, a manager might try to get an employee to agree
that he submitted two late reports rather than agree that turning
in late reports is a problem. The key is what a manager actually
says to an employee.
Not this: “Jim, twice this past month you turned in late
reports. You know that my expectation is that all reports will be
completed by deadline. Do you agree that you turned in two
late reports?”
This: “Jim, twice this past month you turned in late reports.
You know that my expectation is that all reports will be

completed by deadline. Do you agree that there’s a problem here
that needs attention?”
To get an employee to agree that a problem exists, a manager
must do two things. One, he or she has to paint a mental
picture for an employee that there is a difference between what is
expected and what the employee is doing.
To paint that picture clearly, a manager must juxtapose two
pieces of information for an employee to visualize:
• A description of what the employee has done, using

whatever numbers or facts can be gathered about the
employee’s performance a clarification of the manager’s
expectations of the employee in the performance area
under discussion.

• Positioning those two pieces of information together,
using specifics, enables an employee to see the difference
between his or her performance and what’s expected or
what others are doing.

For example, imagine a situation in which someone on your
staff has been turning in late reports for several months. Each
time it happened, you reminded the employee that you
expected the reports to be on time. Now, you might say
something like: “I’m not sure you are aware, but over the past
two months, three out of your last four reports have been late,
from one to three days. I thought I had made it clear that my
expectation is that all reports will be on time.”
Or imagine that an employee has been late to several staff
meetings in a row. Although you didn’t single out the em-
ployee, you made it clear at the last meeting that you expected
everyone to be on time. In this case, you might say something
like: “I wonder if you’re aware that you’ve been late to four
staff meetings in a row. I thought I made it clear at the last
meeting that I expect everyone to be on time.”
Another thing a manager must do to get agreement is help an
employee understand the negative consequences associated with
his or her behavior. Imagine that the employee’s performance
problem is a balance scale. Before a coaching meeting, the scale is
tilted towards the side stacked with all of the reasons an
employee might see for continuing his or her behavior. A
manager’s task is to tilt the scale in the other direction so that an
employee can see more negatives than positives associated with
the behavior. Then, a manager will be able to get an employee
to agree that a problem exists.
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Pseudo questions
Getting agreement depends on the same process used to help
an employee recognize and understand the negative conse-
quences of his or her behavior. But many managers do one of
two things: They tell an employee what the negative conse-
quences are, without involving him or her in the discussion. Or
they use pseudo questions to try, without appearing authorita-
tive, to get an employee to state the negative consequences that
they have already identified. Examples of pseudo questions
include “Isn’t it true that...?” “Wouldn’t you agree that...?”
“Don’t you think that...?”
A manager who asks pseudo questions isn’t really seeking
answers. Instead, he or she is trying to get an employee to
respond in a certain way, while making it appear that the
employee came up with the idea.
The problem with a manager dictating the negative conse-
quences is that it usually causes an employee to withdraw from
the conversation. Because a manager does most or all the talking
in that approach, employees tend to tune out and think: “This
too shall pass.” To truly recognize and understand the negative
consequences associated with their behavior, employees have to
be involved in the discussion. Lecturing them pretty much
guarantees that getting their sincere agreement will be impos-
sible.
The problem with pseudo questions is that employees see
them as manipulative. Such questions make employees feel
defensive. When that happens, they stop listening and focus on
coming up with responses to defend themselves.
For an employee to agree on the need to improve, a manager
must engage in a dialogue with the employee to identify the
negative consequences. Tilting the scale away from an
employee’s positive reasons for continuing his or her behavior
towards the negative consequences has to happen in direct,
open, and honest two-way communication. That starts with a
manager asking an employee to identify any consequences that
he or she is aware of. Typically, employees know of several
negative consequences, especially if the performance problem is
a pattern of behavior and they have received feedback about it.
As an employee identifies each negative consequence, a manager
should make a supportive remark—such as, “That does
happen,” “I agree,” or “That’s true.” Verbal support reinforces
that the negative consequence is actual, and it encourages
employees to think of additional ones.
A manager can elaborate or piggyback on a negative conse-
quence. For example, let’s say that an employee identifies that a
negative consequence of talking on the phone too much is that
it might be difficult for people outside of the department to
contact her. After supporting the employee’s statement, the
manager can add that it also might be difficult for people in the
department to contact her.
When an employee runs out of negative consequences, a
manager should point out the consequences that the employee
hasn’t identified. Still, managers shouldn’t try to manipulate
employees into coming up with those consequences. Instead,
they should be direct, open, and honest. Managers shouldn’t
give employees a laundry list, just one or two items. Then, they
should redirect the discussion to see whether an employee has

thought of any more. Studies show that the most effective
managers at coaching talk no more than 65 percent of the time.

Summary

• The process of helping others is technically known as
counseling

• Counselling is helping relationship – relationship between
Helpee and helper. Helpee, the one who is in need of
orientation and helper, the one  who has all the required
knowledge and tools to handle the situation of the helpee.

• A counsellor must be patient, analytical, confident,
genuine, good listener, empathetic, etc.

• Coaching is viewed as a way to provide ongoing feedback
to employees about their performance but they are
different. Coaching differs from feedback, although
feedback is part of the coaching process. Feedback is given
by a manager or supervisor in response to a specific event
or situation; coaching focuses on a pattern of behavior.

• Coaching can be used by people at all organizational levels
as well as team leaders.

• A coaching meeting should take place only after an
employee understands clearly what’s expected and has
received feedback at least once that his or her performance is
not what it could or should be.

• The coaching process has two primary areas of focus:
helping an employee recognize the need to improve and
developing an employee’s commitment

• A manager’s task is to tilt the scale in the other direction so
that an employee can see more negatives than positives
associated with the behavior. Then, a manager will be able
to get an employee to agree that a problem exists.

• The purpose of asking pseudo questions isn’t really
seeking answers. Instead, trying to get an employee to
respond in a certain way, while making it appears that the
employee came up with the idea.

• The problem with pseudo questions is that employees see
them as manipulative. Such questions make employees feel
defensive. When that happens, they stop listening and
focus on coming up with responses to defend themselves.

Exercises:

1. What does employee counseling mean? State its nature and
importance.

2. Define counseling and discuss its importance in industry.
3. “The need of counseling in industry arises due to the

problems of conflict, Frustration and stress.” Elucidate
this statement.

4.    Discuss the concept and functions of employee counseling.
5.    Explain the role of counseling in industry.
6. What is non-directive counseling? How is it different from

directive counseling?
7.    Case Incident: Role Of Psychological Counselling

Source: Human resource Management and Development,
A.K.Singh and B.R.Duggal.pg.273
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You have recently joined as in charge of a machine shop
producing certain automobile paints. The shop is divided into
four departments, each being under the charge of a foreman.
During the third shift, all the departments are under a night
shift in charge. Until about four months back, all departments
were working in three shifts. But due to insufficient workload,
the night shift was abolished in departments’ A’ and ‘C’.
Recently it was found that the backlog was increasing in these
departments due-to absenteeism. Consequently, a month back,
the night shift was restarted. Many of the workers in these
departments are not very happy ‘about re-starting the night
shift.
You are informed that they’re “Yes some ‘incident’ in depart-
ment ‘c’ during the night shift yesterday. Mr. Sen, foreman of
that department for the second shift, has made a complaint
against Mr. Banerjee, a worker, for refusal to obey orders and
indecent behaviour. On enquiry, you -come to know the facts as
follow: At the end of the second shift, Mr. Sen instructed his
supervisor to ask Banerjee to do rough turning of gear shafts
on centre lathe No.8, as the shafts were urgently required to be
fed for second operation in Department ‘B’ the next day. When
the supervisor conveyed the instructions of the foreman to the
worker, he refused to do the job on the ground that his normal
work is machining of bearing covers on turret lathe No.4. He
had his-parts to make and he would not do any other job. If
there was not enough work for him, why he “vas asked to come
in the night shift at all. The foreman called in. the worker and
told hint that it was not he (the worker) who should decide the
work to be done, but he had to work as per the instructions of
his superiors. A few hot words were exchanged and the
foreman threatened the worker with termination if the latter
did not behave well.
Subsequently, Banerjee approached the night shift in charge, Mr.
Menon, and complained that when he had his normal work to
do, his foreman was insisting on his doing some other work.
All along he had been working only on the turret lathe and he
had not done work on any other machine. He also questioned
the authority of the second shift foren1an in allotting work for
the night shift, and referred to his foren1an in abusive language.
Mr. Menon’ advised.
Banerjee that he should not talk indecently about superiors and
persuaded him to do the work assigned. Apparently convinced,
the worker apologized for his behaviour and went to his
department to do the assigned job.”

Questions

1. Analyze the problem in this case in the light of your
knowledge of your previous courses and human relations.

2. Comn1ent on the role of counseling of Banerjee by Mr.
Menon.

3. What measures should be initiated to avoid the recurrence
of such incidents in Future.

Performance Management 
Systems

Counseling

COUNSELLING

“Counseling is a set of techniques, skills 
and attitudes to help people manage their 
own problems, using their own resources”.
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Counseling Process

Helped/ 
Counselee

|
The skill of 
Expression

Helper / 
Counselo
r

|
The skill 
of 
Listening

TRUST

Stages of Counseling

� 1. Preparatory Stage:
� 2. Intermediate Stage
� 3. Helping to reach a solution

TYPES OF COUNSELLINGTYPES OF COUNSELLING

1. Non-Directive Counseling. 
2. Directive Counseling.
3. Co-operative Counseling.

Coaching v/s Counseling
Coaching Counseling

More direct and instant No direct or instant feedback

Feedback is given then and there No continuous monitoring of performance

Coach continuously monitors performance Helps by giving suggestions and advice

Helps not only by telling but by 
demonstrating the correct actions

Role (of a counselor) is indirect passive

Coach has active role Counselor has passive role

Coaching is proactive in its approach Counseling is reactive in the approach
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Steps in coaching process

� Build mutual trust.
� Open the meeting
� Get agreement on the performance

problem.
� Explore solutions.
� Get a commitment from the employee

to take  action.
� Handle excuses.
� Close the meeting. 
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LESSON 33:
COACHING FOR HUMAN PERFORMANCE

MS 22B -Eddie Corbin, Lecturer 2

Learning Objective this LessonLearning Objective this Lesson

By the end of this Lesson, you should be able to:

� Know the importance of coaching for 
individuals.

� Know how to design the coaching modules
� Study the Coaching Process.

Introduction
Dear students, we have in the last lesson differentiated counsel-
ing and coaching. Let us learn a little more about coaching. The
reason being we always will have opportunity to help people
around us- friends, colleagues at work, our younger sibling (?),
our juniors! It can’t be taken casually, especially when the other
person is looking up to us to guide them in the right way.
Phew!! It’s a tremendous responsibility.
Is there anything new about coaching? What about a four-step
approach that targets common key issues at each stage? Read
on.
You just got a call from the vice president of human resources
asking you to work with a senior manager who has been
experiencing performance problems. The manager progressed
up the ladder after many years on a career track as a technical
specialist. He’s from the “old school,” and typically uses a
command-and-control approach to leadership and employee
motivation.
But that style is out-of-step with the new trends in your
organization, which emphasize customer service, collaborative
teamwork, and participative approaches to problem solving and

decision-making. You’ve been asked to design and implement
an individualized coaching process to help the manager
understand how he is being perceived, and what impact his
leadership and communication styles have on others. It is
hoped that the new coaching process will result in an executive
development plan that targets the critical competencies required
for success in the organization.
You wonder what to do first. You’d like to respond to the
request and assist in a way that will benefit the manager, the
people reporting to him, and others affected by his manage-
ment style. It could be a win-win situation, if you can structure
and deliver an appropriate intervention and if the manager can
rise to the challenge and implement the plan successfully.

Activity (5 minutes)
As a coach of the basketball team (or any sport of your choice)
of your batch what all qualities you must possess?

Four steps to design coaching framework
First, you have to consider how to structure the coaching
intervention. When properly designed, individualized coaching
can help all levels of managers identify and address their
strengths and areas that need development.
Increasingly, organizations are using individualized coaching in
programs for executive and management development,
succession planning, and career counseling. Whatever the
context, it presents specific challenges and issues that must be
addressed. A structured, systematic approach lends focus and
maximizes the chances of success. But it’s essential that the
coaching be flexible enough to address specific individual and
organizational needs that may emerge. A four-step approach,
COACH, can provide a structured approach to management
development. Each step is designed to address key issues. The
steps are:
To start, the training consultant, the person receiving coaching,
and other relevant parties make a contract or set of agreements
so that each knows the objective, who is responsible for doing
what, and how success will be evaluated.
Next, the consultant observes and assesses the coaching
recipient to identify his or her strengths and areas for improve-
ment, which will form the basis of an action plan.
Then, the consultant challenges the person being coached in a
way that is supportive and compelling so that he or she
understands the issues and is prepared to address them.
Last, the consultant will have to handle the resistance the
coached person may exhibit when confronted with discrepancies
between his or her self-evaluation and feedback from others and
when asked to make changes in his or her behavior.
Step 1: Contract

The key to a successful coaching intervention starts with step 1
of the COACH process: contracting. A coaching contract is
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similar to a legal contract; it’s a set of clear, workable agreements.
A carefully constructed contract can help clarify the coaching
goals, approaches, and outcomes. Many coaching interventions
fail because of poor or insufficient contracting. A clear contract
lets all parties know what they’re getting into and helps lessen
any anxiety, resistance, and anger.
To begin the contracting process, the training consultant has to
identify the client (that isn’t as obvious as it may seem), the
other relevant parties (such as, the client’s manager), and
everyone’s needs and desires, including those of the consultant.
After all, he or she has some ideas about the necessary condi-
tions for a good outcome.
Next, it’s the consultant’s responsibility to ensure that all parties
understand and agree on the main terms of the contract. When
in doubt, don’t assume anything. It’s better to risk annoying
people by stating and restating the obvious than to hope that
they’re all in agreement.
In this step, the consultant’s job is to help all parties identify the
relevant, foreseeable issues and to make sure they discuss and
agree on them. Throughout, it may be necessary to work to
maintain the contract. Regardless of its clarity, people can
remember points differently or try to change them.
A fuzzy contract—one in which people make vague agreements
because they don’t want to face difficult issues—can spell
trouble. If the consultant thinks the contract isn’t workable, it’s
better to turn down the assignment than to hope the situation
will change. Sometimes, political considerations weigh against
negotiating forcefully. In such cases, it may be best to recom-
mend an external consultant.
The contract should clarify these areas:
• The client. Is it the person to receive coaching? His or her

manager? The HRD department? Other key executives?
• The definition, parameters, or scope of the project
• The purposes and intended outcomes of the coaching

intervention, stated and unstated
• The involvement, if any, of others within the client’s

system, such as his or her manager
• Who “owns” the intervention and who is accountable for

what activities or outcomes
• How the need for the coaching intervention will be

communicated to the client
• Who will receive feedback
• How the feedback will be delivered and in what form
• How the coaching intervention will be monitored and

evaluated
• What follow-up to use, such as 360 feedback
• How the results will be translated into an individualized

development plan
• How the data, results, and findings will be used, such as

integrating them into succession planning.

Activity (5 minutes)
In an organization there is a need to give the shop level workers
some type of coaching related to etiquettes and communication

skills. What should you being an external coach, have in you
toolbox to achieve the same.
Step 2: Observe and Assess
Once the issues of the contracting step are clarified, the COACH
process turns to design and implementation. The goal is to
observe the coaching recipient and assess his or her strengths
and areas needing development. The training consultant should
design a comprehensive approach for observing and assessing
the targeted competencies.
In selecting the approach, it’s important to tailor it to the
specific needs of the client and the organization. It’s best to use
multiple assessment approaches.
The matrix describes typical management competencies and
several assessment approaches.

The Competency areas Most Commonly Evaluated
Include:

• Communication (listening, meeting management,
presentations)

• Interpersonal (negotiation, conflict management)
• Task management (delegation, team development,

performance management)
• Problem solving and decision making (strategic and long-

range planning, judgment)
• Self-management (stress management, career

development).
A job-profile analysis can enhance the organization’s strategic
training plan to identify the core competencies required for
future performance. The analysis can also serve as a review of
the necessary knowledge, skills, and abilities to perform
successfully in the client’s current job.
First, identify the relevant competencies and then select the tools
most appropriate for measuring them. A wide variety of
assessment instruments are available to measure critical skills
and knowledge; personality and style; and interests, values, and
career orientation. They include paper-and-pencil instruments,
behavioral exercises, role plays, simulations, leaderless group
exercises, and an integrated approach that combines those
techniques. For example, one way to assess knowledge is by
using situational interviews, simulations, and work-sample
tests.
The training consultant should avoid the trap of using only
techniques with which he or she is familiar and comfortable.
A job-profile analysis can also help the training consultant
define the competencies to be targeted. Ideally, the analysis
should include the client’s departmental strategic plan to identify
the major competencies required for future performance and a
review of the necessary knowledge, skills, and abilities to
perform successfully in the client’s current job.
A multirater instrument can provide feedback on the client’s
personality and style (such as, leadership, communication, and
interpersonal skills). Many off-the-shelf instruments can
provide insight on a person’s personality and style. Diverse style
measures are often used for team building. Such popular
organizational marriage-counseling-type tools can help manag-
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ers become more aware of how others view their leadership and
interpersonal styles and how their styles affect staff, team
members, and customers.
Newer-generation, five-factor personality inventories can
provide a comprehensive overview of the client and how he or
she approaches personal and organizational challenges.
It can be useful to gather information about the client’s
interests, values, and career orientation by using a structured
interview process or career assessment instrument.
Sometimes in management coaching interventions, it’s
necessary to refer to outside resources (such as, therapists,
alcohol- and substance-recovery programs, and family counse-
lors) to help a client with personal or lifestyle issues that are
interfering with his or her job performance. It may also be
necessary to conduct a computerized health-risk appraisal or
medical checkup.
When selecting the assessment approaches, it’s important to
consider these issues:
• The critical competencies that will be targeted
• The assessment approaches and tools that will be used to

measure the key competencies
• Who will provide data on the relevant competencies (peers,

staff, customers, the client’s manager, and so forth)
• The context in which data is collected so that it yields the

most accurate results
• Who will provide the feedback and how it will be delivered
• To what extent confidentiality will be maintained

throughout the feedback process and how that can be
assured

• How results will be assembled and summarized to provide
maximum clarity about the client’s strengths and areas
needing development.

Activity (5 minutes)
You are the training manager of a 5 Star hotel. You have
identified certain employees to be coached for issues like
technical skills, soft skills, cooking, room cleaning, etc. Below are
mentioned some designations group them accordingly and
head them for the above-mentioned issues.
• Security guard
• Chef
• Steward
• Front office manager
• Florist
• Driver
• Cleaner
• Purchase manager
• Travel desk assistant
• Sales personnel
Step 3: Constructively challenge
The third step in the COACH process involves challenging the
client in a constructive, not critical, way with the information
collected in the observing and assessing step. The information

should be summarized and delivered to the client in a way that
helps him or her understands and accepts it without becoming
defensive. Otherwise, the best contracting efforts and measure-
ment approaches aren’t likely to help the client improve the
targeted performance behaviors.
In this step, the consultant should deliver the information
using oral and written feedback. If using separate computerized
feedback reports, it’s advisable to prepare a final summary report
that focuses on development. The consultant should maintain
confidentiality, and provide nonevaluative observations and
comments about the targeted competencies. It’s important not
to assign labels or make predictions about the client’s future
success based on the assessment results.
One important issue is whether the client is realistic about his or
her strengths and areas that need development. Some managers
have unrealistic views of their skill levels. They either overesti-
mate or underestimate.
Overestimaters tend to rate themselves higher than others rate
them, so they become defensive about the feedback. The
consultant should listen, focus the feedback on specific behav-
ior, and avoid describing personality traits or attitudes. The idea
is to share information using specific examples. That helps the
client get a handle on what he or she may be doing that caused
the negative feedback.
Underestimaters may lack confidence. Often, underestimaters
fear failure, so they tend to be perfectionists and self-critical. The
consultant should give them a lot of examples of their
successes to help them have a more accurate, positive self-image.
In this step, it’s important to address these issues:

• How to present the feedback so that it facilitates the client’s
acceptance and understanding

• How to balance confrontation with support
• How to share feedback with the client’s manager and others

so that the client retains dignity and an appropriate degree
of control

• How to best balance quantitative and qualitative data
• What special considerations to give in delivering feedback

to people whose self-evaluation is different from the
feedback

• How to give feedback to an overestimater
• How to give feedback to an underestimater
• How to pace the feedback so that the client can assimilate

all of the issues and still focus on the most important
ones.

Step 4: Handle resistance
In almost all management coaching processes, the client will
exhibit some resistance to the process itself or to the feedback.
The training consultant should be prepared to deal with the
client’s anger, frustration, and direct or indirect challenges.
Typically, people that lack insight about the areas in which they
need improvement resist the most. The consultant must work
hard to understand the client’s feelings, especially the fears and
anxieties he or she may not feel comfortable acknowledging.
That requires a high degree of support, active listening, and
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probing to uncover the source of the resistance. It’s important
to recognize that when people are resistant, they’re unlikely to
accept feedback as valid or commit to changing their behavior.
Handling resistance can be especially challenging. It’s natural for
the consultant to feel that after his or her hard work in the
earlier steps, the client should appreciate that and go along with
the recommendations. The consultant may miss subtle signs of
resistance. With experience, however, it’s possible to learn not to
take resistance personally. If a consultant is comfortable with a
client expressing resistance, it’s easier to help him or her identify
and deal with his or her feelings. That paves the way for the
client to do the hard work of behavioral change.
The critical issues in this step are
• How to spot resistance, whether overt or subtle
• How to handle the client’s defensiveness, denial, and anger
• How to handle the client’s anxiety and low self-esteem
• How to translate the coaching into a specific action plan

that addresses the client’s issues rather than going through
the motions so that he or she appears to comply

• How to monitor and evaluate the client’s progress with his
or her development plan

• What process to use to follow up
• What type of resistance the consultant is most vulnerable

to and how to avoid getting hooked
• How to distinguish between resistance that is just

resistance and valid criticism of the coaching or feedback.
In addition to following the steps of the COACH process, it’s
also important for the consultant to seek and be receptive to
feedback about his or her role as coach. In fact, the essence of
coaching is helping others deal with feedback. And who are we
to assume that feedback applies only to others and not to
ourselves?

Activity (5 minutes)
What all coaching can be given to an incumbent in an organiza-
tion who is recruited for the post of an office assistant?

Summary

• Coaching is a personal (usually one – to – one) on the job
approach used by managers and trainers to help people
develop their skills and levels of competence.

• With the new trends in an organization, which emphasize
customer service, collaborative teamwork, and participative
approaches to problem solving and decision making what
basis one considers depends on the Top management and
the Trainer or the Coach.

• A coaching contract is similar to a legal contract; it’s a set of
clear, workable agreements. A carefully constructed contract
can help clarify the coaching goals, approaches, and
outcomes.

• The training consultant should design a comprehensive
approach for observing and assessing the targeted
competencies.

• The information should be summarized and delivered to
the client in a way that helps him or her understands and
accepts it without becoming defensive.

• People that lack insight about the areas in which they need
improvement resist the most. The consultant must work
hard to understand the client’s feelings, especially the fears
and anxieties he or she may not feel comfortable
acknowledging. That requires a high degree of support,
active listening, and probing to uncover the source of the
resistance.

• The essence of coaching is helping others deal with
feedback. And thus even the coach need to be given
feedback and evaluated on a standard basis.

For Further Reading:

“Coaching Positive” for Team Success
Tony DiCicco is the most successful coach in women’s soccer
history—winning more games than any other coach in the
world. Most recently, he led the U.S. women’s soccer team to a
glorious, hard-fought victory over the superb Chinese team to
win the 1999 Women’s World Cup—the greatest achievement
possible in worldwide soccer. How did he do it? What winning
techniques did he use to coach his team to greatness? His
answer is what he calls “coaching positive”—a method that all
supervisors and team leaders can use to help improve the
performance of their teams.
• Challenging Rather than Chastising.
• Catching Them Being Good.
• Building Team Unity.
• Bringing it together.
• Note to Federal Managers, Supervisors, and Team Leaders.

Challenging Rather than Chastising.
When DiCicco took over as coach of the U.S. women’s team in
1994, he found that the team responded exceptionally to
challenges, but terribly to chastisement. Team members actually
played worse if he focused on their faults and criticized their
game. But when he set goals for them— challenging them to
continuously improve—the team outperformed every time. As
a result, where most teams review videotapes of their games to
pick out errors, his team reviews game tapes to see what they
were doing right. If poor performance becomes an issue with
an individual team member, he handles it in a constructive
manner in private. He has found that team members will most
frequently rise to a coach’s challenges and respond poorly or
inconsistently to scolding.

Catching Them Being Good.
Building team players’ self esteem is another aspect of “coach-
ing positive.” DiCicco highlights only the players’ best moves
and winning decisions—a method he calls “catching them being
good.” He bolsters individual confidence at every opportunity.
In preparation for World Cup competition, DiCicco had
videotape created for each player that showcased her outstand-
ing skills choreographed to the music of her choice. These tapes
were called “imaging” tapes and helped each team member view
herself as a world-class, winning athlete. At first, team members
only viewed their own tape, but to recognize everyone’s talents,
DiCicco eventually showed the tapes to the whole team. By
watching each imaging tape as a group, team members were
being recognized by the group for their skills. It also promoted
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confidence in each other. Coaches who privately and publicly
recognize their team members as valuable assets to the team
help people feel good about them and help improve perfor-
mance.

Building Team Unity.
Along with challenging team members and building their self
esteem, coaching positively includes building team unity. Team
unity occurs when team members trust and respect each other,
when they have common goals, and when they have confidence
in themselves as individuals and as a team. One way DiCicco
helps to create team unity is by running the team through
mental exercises. For example, he assigned the team certain
tasks that could only be completed if the whole team worked
together. These tasks became team-building exercises and
taught the team the value of working together to achieve a
goal. In addition, DiCicco emphasized team unity by requiring
that roommates be switched at every stop while traveling to
prevent cliques from forming.

Bringing it Together.
By “coaching positive,” DiCicco was able to develop a confi-
dent, and a winning team that demonstrates an intense level of
unity. Even the big-name performers of the team recognize the
value of good teamwork. Mia Hamm, the top goal scorer in
the world, told Newsweek magazine that “People don’t want
to hear that I’m no better than my teammates. They want me
to say, ‘I’m this or I’m that,’ but I’m not. Everything I am I
owe to this team.”
Note to Federal Managers, Supervisors, and Team Leaders.
“Coaching positive” does not mean managers, supervisors,
and team leaders should ignore inadequate performance. A
Federal supervisor should always address poor performance
when it surfaces. But one way to improve the performance of
all team members is to challenge them, recognize them for
what they do right, and build unity within the work group or
team.

Exercises:

1. Where can you use coaching in organisations? Form a
group and come up with a list of applications.

2. Relate any experience you might have had with your
parents, or may be your senior where you were helped
similar to a coaching process. How did it go? Did you
achieve what you aimed at? Look back, and introspect
whether at some point of time you wished for a different
way of dealing with the issue in question. Was it from
your side or the person who was coaching you.

3. Differentiate between coaching and counseling now that
you read 2 lessons on it. Is there a difference in area where
they are used?

4. Do the steps in coaching move in a sequential manner or
they can move parallelly after the initial stage? Discuss.

5. Coaching is used mostly at the middle and top level of
management. How true is it? Discuss.

6. Interview a professional counselor and find out his views
on significance of coaching in daily life. Discuss in class.
Do you see a similarity in the list.

7. Interview a HR manager and find the same information
from him as in question 6. Now, do you see a similarity in
the responses received from the category of professionals?
Discuss the result of your “small research” in class.

8. Ever played any game where you were coached
systematically or may be coached in music or an art form?
Tell your class about it? What did you like or dislike most
about your coach?

9. Form a group of 11 members. Amongst yourself, create a
skit or in professional terms a role-play displaying any
issues in coaching. Enact it for the class. What is the
conclusion?

Performance Management 
Systems

Coaching for Human Performance
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Designing coaching framework: 5steps

� Contract.
� Observe and
� Assess.
� Constructively challenge.
� Handle resistance.

"Coaching Positive" for Team Success

“…..a method that all supervisors and team 
leaders can use to help improve the performance 
of their teams.”
Issues: Challenging Rather than Chastising. 

Catching Them Being Good. 
• Building Team Unity. 
• Bringing it together. 
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“If you touch me soft and gentle,

If you look at me and smile at me,

If you listen to me talk sometimes before you talk,

I will grow really grow.”

                                                            Bradley

We have recently studied about coaching and counseling we also
have a similar term “mentoring”. How do they differ, what
characteristics they have and how can they be classified will be the
outcomes of this lesson.

Definition
Mentoring from the Greek word meaning “enduring”-is
defined as a sustained relationship between a youth and an
adult.
“Through continued involvement the adult (usually older &
always more experienced) offers support, guidance and assis-
tance as the younger person goes through a difficult period,
faces new challenges, or works to correct earlier problems.”
Mentoring is thus a development-oriented initiative.
The Merriam-Webster Dictionary defines mentor as “a trusted
counselor or guide”.
For their Mentor/Protégé Program, many corporate houses
define mentor as “a wise, loyal advisor or a coach”.
In a broad sense, a mentor is someone who takes special
interest in helping another develop into a successful individual

Types of Mentoring:

The two types of Mentoring are:
• Natural mentoring Natural Mentoring occurs through

friendship, collegiality, teaching, coaching and counseling.
• Planned mentoring In contrast planned mentoring occurs

through structured programs in which mentors and
participants are selected and matched through formal and

LESSON 34:
MENTORING: PROCESS AND TYPES OF MENTORING

informal processes such as interviews, personal profiles,
comparative interest inventories and get-acquainted
sessions.

In cases where mentors and mentees choose each other,
planned mentoring takes many forms of natural mentoring.

Activity (6 minutes)
Assume that you are a mentor to your junior in college. Now
this mentee of yours has a problem with one faculty. Help him
out. Note your suggestions.

Historical Perspective
Although it is only since the early 1970s that mentoring became
a formal component of many development programs, the
concept of experienced individuals handing down their wisdom
to their young protégés is centuries old. Infact, the notion of
Mentoring is ancient. The story is quite interesting!!
The original Mentor is a character in Homer’s epic poem, The
Odyssey. When Odysseus, King of Ithaca went to fight in the
Trojan War, he entrusted the care of kingdom to Mentor.
Mentor served as the teacher and overseer of Odysseus’s son,
Telemachus.
In modern times, mentoring has been used outside the
business environment. There are mentoring programs in the
social services to help disturbed young people (like may be a few
of you out here), for instance, and other schemes that assist
academic high-flyers in higher education. Many organizations
now use mentoring as part of their management development
programs.

Importance of Mentoring
In modern times the concept of Mentoring has found applica-
tion in all walks of life. In academics, mentor is often used
synonymously with faculty adviser. In families where parents are
either unavailable or unable to provide responsible guidance for
their children, mentors can play a critical role. In business
houses, Mentoring is a development-oriented initiative. It
facilitates an environment in which an individual grows both
personally and professionally. Its purpose is to make mentee
(employee) feel comfortable in the organization and more
importantly feel wanted. The signal it sends out is unambigu-
ous: you are important to the future of the organization.
• Any one can be an advisor, but a fundamental difference

between mentoring and advising is more than advising,
mentoring is a personal as well as professional relationship
which develops over an extended period, during which a
mentee’s needs as well as nature of relationship tends to
change. A mentor is aware of these changes and varies the
degree and type of attention, help, advice, information and
encouragement that he or she provides. Thus a mentor
takes special interest in the development of an individual.
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• Educational or academic mentoring helps mentored
individuals improves their overall academic achievement.

• Career mentoring improves long-term career development.
• Personal development mentoring supports the mentored

during times of personal or social stress and provides
guidance for decision-making. Thus mentoring offers
emotional support.

• Improves people’s performance
• Cultural change program by helping change mentee’s

behavior.
• Answers question and provides insight

Activity (5 minutes)
Write down your suggestions regarding the profile of a mentor
in an Information Technology firm.

Mentoring, Coaching And Counseling:

Some Key Distinctions

“Mentors” focus on the individual learner developing their
career or life. They act as friends willing to play the part of
adversary in challenging assumptions, they listen and question
to encourage the learner to widen their own view: they are happy
for the ownership and direction of the relationship to lie with
the learner and they accept ambiguity as an exciting part of their
life, providing the learner with openings for change and
autonomy.
Thus, Mentoring which involves taking a special interest in
someone and giving that person special help is something you
reserve for those who have already demonstrated that they are
able to take self responsibility, and only for those who ask for
it.
In Corporate Houses, the mentor usually does not share a line-
relationship with the mentee.
”Coaching”, by contrast deals with specific problem and
performance skill .It is solution-oriented. It focuses on finding
solution or at least finding out better ways to cope with specific
work related issues.
Thus a coach shifts the focus to the results of the job and time
perspective is usually months rather than days. They explore the
problems with the learner and set up opportunities for the
learner to try out new skills: ownership is shared and puzzling
out ambiguity is seen as a challenge.
Peak Performance Managers, as part of their mentoring
function, serve as expert coaches to their qualified probable peak
performers, by enabling the coachee to reduce the given
problem to manageable size and thus make specific concrete
improvements is their work.
The Coach shares a line relationship with his or her coach.
“Counseling” is a part of mentoring but it is not the same
thing. While Mentoring is reserved for those who exhibit self-
responsibility, Counseling is useful for everyone. Counseling
focuses on deep behavioral & emotional issues, on life, needs &
desires of the counselee and is designed to have the counselee
ultimately help himself by becoming more self responsible .In
Counseling your job is to get to know the whole person you are
counseling, to clarify his own motivational directions, to balance

his inner encompass, and to begin to figure out who he really is
and what he really wants out of his job and his life.
However, there are limits to what you can do as a Counselor. If
you sense that your counselee is Thus a Mentor needs to
possess both Counseling and may be (incase one shares a line
relationship with the mentee) coaching skills too. A mentor
needs to make himself/herself available for the mentee, not for
dealing all his problems and frustrations, but available enough
to help him over the rough spots.

The Mentoring Process: “The How to Mentoring”
Organizational Mentoring has been widely assumed as:”
Mentee being guided and learning from a much experienced and
senior Mentor under the establishment of a written organiza-
tion-wide scheme that is centrally monitored and embedded
through training.” Thus most prescriptions on Mentoring
implicitly advocate a hierarchical model of Mentoring. Research
indicates that these emphases are misplaced and in need of
review.
There is one powerful alternative model—Peer Mentoring and
there are grounds for switching our attention to Informal, local
mentoring, that is backed by thorough monitoring and
evaluation. The approaches and styles of Mentoring totally
depend on the organizational culture and Leadership.

What Do Mentors Do?
Most successful mentoring relationships go through four
phases:
1. Establishing Rapport (Initiation)
2. Direction Setting (Getting Established)
3. Progress Making (Development)
4. Moving On (Finalizing /Maintenance)
Each of these phases has there own tasks, dynamics and skill
requirements.
Mentoring works best when it is learner driven, so what follows
is not prescriptive, and it is expected that some relationships
will take quite different paths driven by different urgencies.
1. Establishing Rapport

Tasks: During this time the mentor and the learner will:
1. Whether they can get on and respect each other
2. Exchange views on what the relationship is and is not
3. Agree a formal contract
4. Agree a way of working together
5. Set up a way of calling meetings, frequency, duration,

location
6. Set up other contacts
Dynamics: This phase can be characterized by:
• Impatience to get going
• Tentativeness and unwillingness to commit
• Politeness
• Testing out and challenging
Skill Requirements: In this phase the mentor may need to:
• Suspend judgments
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• Be open to hints and unarticulated wishes or concerns
• Be clear about what needs establishing and open about

what can be left out
• Establish a formal contract
• Agree a way of working together
• Set up details of future meetings
• Achieve rapport
2. Direction Setting

Tasks: The mentor and learner will
• Learn about the learner’s style of learning
• Think through the implications of their style for how they

will work together
• Diagnose needs
• ‘Determine learner’s goals and initial needs
• Set objective measures
• Identify priority areas for work
• Keep open space
• Clarify focus of their work
• Begin work
Dynamics: Characteristic issues may include:
• Over inclination to shut down on possibilities
• Unwillingness to set goals
• Reluctance to open up possibilities for diagnosis
Skill Requirements: In addition to those mentioned earlier

there will be:
• Using and interpreting diagnostic frameworks and tools
• Encouraging thinking through-of implications and

diagnosis
• Setting up opportunities for diagnosis to be informed by

third parties
• Adopt developmental approach to goal setting for the

learner
• Help the selection of the initial area for work
• Give feedback/set objectives/plan
• Have clarity about the next step
3. Progress Making

Tasks: Now the mentor and learner will:
• Create a forum for progressing the learner’s issues
• Use each other’s expertise as agreed
• Establish a means for reviewing progress and adapt the

process in the light of this review
• Identify new issues and ways of working that are required
• Be ready for the evolution of the relationship
Dynamics: This phase will typically include:
• Period of sustained productive activity
• Dealing with a change in the relationship or the learner’s

circumstances
• Reviewing and adapting the relationship, preparing for

moving on

Skill Requirements: This phase also requires:
• Monitoring progress of learner
• Relationship review and renegotiations
• Recognizing achievements/objectives attained
• Timing and managing the evolution of a relationship
4. Moving on

Tasks: Now the mentor and the learner will:
• Allow the relationship to end or evolve
• Move to maintenance
• Review what can be taken and used in other contexts
Dynamics: This phase may include:
• Dealing with rupture and loss
• Major renegotiations and continuation
• Evaluation and generalization
Skill Requirements: In this phase there may be a need to:
• Address own and other’s feelings of loss
• Develop next phase and/or
• Orchestrate a good ending
• Think through and generalize learning
• Establish friendship
Measures for Monitoring the Success of Measuring Mentoring
Initiative
Mentoring operates in the realm of the intangible, and does not
readily lend itself to parameters which are either instantly
measurable or directly impact the business.
Such measures are available in the People Capability Maturity
Model (PCCM), and can be suitably modified.
Measurement one:
To determine the status of mentoring activities, measure the:
• Number of mentoring relationships established in the

company
• Rate at which senior employees apply to become mentors
• Efficiency with which these new mentoring relationships

are established.
• Frequency with which mentors & mentees interact.
• Number of problems identified and improvements made

in mentoring relationships.

Measurement two:

To determine the value of mentoring activities, measure the:
• Growth of core competencies in individuals or groups

being mentored
• Ability of individuals or groups to use the resources of the

organization.
• Performance of individuals or groups
• Career development of individuals
• Alignment of individual-group, and team motivation

along with the objectives of the organization.
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Problems & Limitations of Mentoring
The limited use of mentoring in some organizations is based
on a belief that mentoring works only with freshers, young
professionals or the inexperienced .It is important to under-
stand that mentoring is necessary for employees at each stage of
their career. But the focus and the manner of mentoring may
change from one career stage to another.
The true potential of mentoring is, almost always, never
realized because organizations do little in this regard, designat-
ing a few managers as mentors. And organization’s efforts
towards institutionalizing mentoring are limited to running a
couple of workshops for the designated mentors about
mentoring skills.
The identification of suitable mentors is itself a challenging
task. There is a misguided belief that a high performer necessar-
ily makes a good mentor. This is not always true. Successful
mentoring calls upon for appropriate skills, values and tempera-
ment.
Mentoring cannot succeed in isolation. It cannot be indepen-
dent of the wider cultural context of the organization. If the
culture of the organization is hierarchic, power centric and
distrustful, mentoring will only reinforce such a cultural.
Mentoring pre-supposes a degree of openness and
seamlessness, it’s all about nurturing. There is no way nurtur-
ing can flourish in a climate of subordination and suppression.
The clarification of the roles and the management of expecta-
tions are critical for the success of mentoring. Many mentors
take a narrow view of their role, and keep it peripheral. Others
play too active a role, and the process degenerates into a
paternalistic one.

Conclusion Remarks:
The Council of Graduate Schools (1995) cites Morris
Zelditch’s useful summary of a mentor’s multiple roles:”
Mentors are advisors, people with career experience willing to
share their knowledge, supporters, people who give specific
feedback on one’s performance; masters, in the sense of
employers to whom one is apprenticed; sponsors, sources of
information about and aid in obtaining opportunities, models
of identity, of the kind of person one should be to be an
academic.”
In general, “an effective mentoring relationship is characterized
by mutual respect, trust, understanding, and empathy. Good
mentors are able to share life experiences and wisdom, as well as
technical expertise. They are good listeners, good observers, and
good problem solvers. They make an effort to know, accept and
respect the goals and interests of a protégé.”

Point to Ponder:
Collegial and Mentoring Relationships- A Case
Do you agree with the following?
Outline of Lecture/Discussion
• Collegiality in research
• Mentoring relationships
• Issues

• Ethics related to applications and letters of

• recommendation for advanced degree
• programs or employment

• The “glass ceiling” in research
• Networking

• Collegiality in Research
• Working as a member of a research team

• Courtesy
• Respect
• Curiosity
• Contribution

• Sharing equipment and facilities

• Training
• Schedules
• Maintenance and care
• Report problems

• Sharing research data

Important Value in Science
After publication, scientists expect that data and other research
materials will be shared with qualified colleagues upon request.
Indeed, a number of federal agencies, journals, and professional
societies have established policies requiring the sharing of
research materials. Sometimes these materials are too volumi-
nous, unwieldy, or costly to share freely and quickly. But in
those fields in which sharing is possible, a scientist who is
unwilling to share research materials with qualified colleagues
runs the risk of not being trusted or respected. In a profession
where so much depends on interpersonal interactions, the
professional isolation that can follow a loss of trust can damage
a scientist¹s work.
On Being a Scientist (publication and openness)

                       ??                                    ??

                         ??                                      ??

Graduate Students

• Graduate students need information and skills to:
• Navigate their degree programs
• Prepare for their careers
• Network with fellow students, faculty members, and

(in the future) with colleagues?
• Other needs?

• Graduate student responsibilities
• Communicate with mentor(s)
• Fulfill degree requirements

 Needs andInterests Responsibilities

Faculty

Mentors

Graduate

Students
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• Participate as members of learning
communities and research teams

• Develop knowledge, skill, and independence in research
and other scholarly endeavors

• Other responsibilities?
What do you think??

Exercise:

1. Is mentoring important?
2. Formal mentoring programs are particularly important for

minorities and women. Why?
3. Find out more about the origin of the concept

‘mentoring’. Tell in the class.
4. How is mentoring different from coaching? Explain

through a practical example.
5. Survey the net and find out which organisations practice

mentoring program. How is this practice integrated with
the rest of their other programs?

6. Case Analysis: Promoting the Protégé:

Source adapted from: Human resource and Personnel
Management: text and cases, K.Aswatthappa, pg.78
The die was cast. Prem Nath Divan, executive chairman of
Vertigo, the country’s largest engineering project organisation,
decided to switch tracks for a career in academics. Divan was still
six years short of the company’s retirement age of 65. His
premature exit was bound to create a flutter at the Vertigo
board. Having joined Vertigo as a management trainee soon
after college, he had gradually risen through the hierarchy to take
a board position as the marketing director of the firm at 32. He
had become the president five years later and the youngest
chairman of the company at 45. But, by the time he was 50, the
whizkid had acquired a larger than life image of a role model
FGT younger managers and a statesman who symbolized the
best and brightest face of Indian management. .
On his wife’s suggestion that it would be wise to discuss the
move with one of his trusted colleagues before making a
formal announcement of his intention to seek premature
retirement, Divan called on Ramcharan Saxena, a solicitor who
has been on the Vertigo board for over a decade. Saxena was
surprised at Divan’s plan. But he was unfazed “If that is what
you want to do for the rest of your life, we can only wish you
well”, he told him. “The board will miss you. But the business
should go on. We should get down to the task of choosing a
successor. The sooner it is done, the better.” I think the choice
is quite obvious,” said Divan, “Ranjan Warrior. He is good.
…….” Divan was taken aback to see Saxena grimace.
“You don’t have anything against him, do you?” he asked him.
“No, no,” said Saxena, “He is good. A Financial strategist and a
visionary. His conceptual skills have served the company well.
But he has always had staff role with no line experience. What
we need is someone from operations. Like Richard Crasta.”
“Richard knows things inside out alright”, said Divan, “But he
is just a doer. Not fire in the belly. Vertigo

needs someone who understands the value of power and
knows how to use it. Like me. Like Ranjan.”
“That is just the problem,” said Saxena. “Prem, let me tell you
something. Ranjan is a man in your own image. Everyone
knows that he is your protégé. And protégés are never popular.
He has generated a lot of resentment among senior Vertigo
executives and there would be a revolt if he were to succeed you.
An exodus is something we can’t afford to have on our hands.
We should think of someone else in the interest of stability of
top management.”
Divan could not believe what he heard. He had always prided
himself on his hands-on style and thought he had his ear to
the ground. “How could 1 lose touch?” he wondered, some-
what shaken.
“When you are the boss, people accept your authority without
question,” continued Saxena. “In any case, you have been
successful at Vertigo and it is difficult to argue with success. But
the moment you announce your intention to leave, the aura
begins to fade away. And in deciding on your successor, the
board will seek your opinion, with due regard to your judge-
ment. The board members must do what in their view is right
for the company. Having said that, may 1 also mention that if
there is a showdown in the boardroom, you could always
choose to stay on? We would like it. Or we could bring in an
outsider.”
“I have finalized my career plans and there is no question of
staying on beyond six months from now,” said Divan. “The
board is scheduled to meet next month. Let us shelve the
matter till then. In the meantime, I rely on you, Ram, to keep
this discussion between the two of us.”
“Of course yes,” said Saxena.
On his way home, Divan thought about the matter in detail.
Bringing an outsider would undo all his life’s work at Vertigo.
There were considerations like culture and compatibility, which
were paramount. The chairman had to be an inside man.
“Richard lacks stature,” Divan said to himself. “Ranjan is the
one I have been grooming, but heavens, the flip side of it all
had missed me completely. There is no way I can allow a split at
the top just before I quit: I must leave on a high note in my
own interest. I must find a way out of the imminent mess.”
1. What should Divan do?
2. Analyze the case in the light of SWOT of mentoring,

limitations and risks involved, and the process and issues
in mentoring.
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Performance Management 
Systems

Mentoring

Mentoring

“It refers to a relationship between a 
junior (protégé) and a senior (in terms of 
age or experience) that exists primarily to 
support the personal development and 
career advancement of the junior person.”

Types of MentoringTypes of Mentoring

� Natural mentoring
� Planned mentoring

Mentoring, Coaching and 
Counseling

SOME KEY DISTINCTIONS
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The Mentoring phases
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Measures for Monitoring the Success of 
Measuring Mentoring Initiative

� Measurement one: 
To determine the 
status of mentoring 
activities.

� Measurement two:
To determine the
value of mentoring 
activities.

Problems & Limitations of 
Mentoring

� limited use
� inexperience
� necessary for employees at each stage of their career
� organization’s efforts towards institutionalizing mentoring 

are limited 
� The identification of suitable mentors 
� culture of the organization 
� a narrow view of their (mentor’s) role -paternalistic
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Introduction
Actions taken by individuals to block or interfere with others’
interests, because of perceptions of incompatible interests and
the belief that others may be interfering with the perceiver’s
interests may result in Conflict.  Interactive behavior is bound
to take place at various levels of the organization and these can
often lead to conflict.
There are various theories of the organisation as a co-operative
or a conflict-ridden structure. Conflict can exist at an individual
or group level. The main aim of grievance and disciplinary
procedures is to provide the standard means for resolving
conflict. The last resort, for either employer or employee, will be
to terminate the contract, but steps will usually be taken to sort
out problems before this stage.
The employer, in resolving conflict, employs disciplinary
procedures and the employee adopts grievance procedures - but

both should be clearly defined. Both procedures, when seen
together, are ways of policing unacceptable behaviour.
Hopefully, industrial action and its harmful effects on corporate
performance may be mitigated. At the very least, standard
procedures will minimize the problem of adopting different
treatments for similar incidents. Additionally, employers will
have a stronger legal case - should this be necessary - if they have
adopted standard procedures, such as the ACAS code.
There can be various types of conflict that can take place at
individual level which are:

A. Intraindividual Conflict

Conflict due to Frustration: An individual’s behaviour can
well be explained in the traditional need-drive-goal model of
motivation. As it happens, the achievement of goals is often
frustrated in the day-to-day life of an individual and thus
resulting in conflict within the person. These conflicts due to
frustration take place essentially because of presence of barriers
to goal achievement. These frustration may often trigger various
defensive behaviours in the individual, viz. aggression,
withdrawal, fixation etc.
• Goal conflict
This particular type of conflict may arise due to competing goals
and can be of three specific types:
• Approach-approach conflict, where the individual is

motivated to two or more positive but mutually exclusive
goals.

• Approach-avoidance conflict, where the individual is
motivated to approach a goal and at the same time is
motivated to avoid it.

• Avoidance-avoidance conflict, where the individual is
motivated to avoid two or more negative but mutually
exclusive goals.

• Role conflict
Roles are expectations from a person in a particular position.
There are various types of conflict that may arise out of the role
perception or lack of clarity.

B. Interpersonal Conflict
Interpersonal conflicts frequently take place in the organization.
The sources of such conflicts may be as follows:
• Personal Difference. Everyone is having a unique

background which creates differences in their value, beliefs,
perceptions etc. and thereby making it difficult to have
agreement all the time.

• Information Deficiency.  Quite often the bitterness and
ill feelings among people ensues only because of the lack
of adequate available information

• Role Incompatibility. This type of conflict arises because
primarily of the role conflicts.

LESSON 35:
CONFLICT AND CONFLICT RESOLUTION

IN ORGANISATIONS

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective in this LessonLearning Objective in this Lesson

By the end of this Lesson, you should be able to learn:
• Procedures for managing conflict
• Suitable frameworks (both internal and external to the

organisation) for dealing with grievance and
disciplinary matters

• The need for effective organisational procedures
• The role of management in respect to conflict
• Ways in which the outcome of the organisational conflict

resolving process should be communicated to the
individual concerned

UNIT 5
DISCIPLINARY AND GRIEVANCE

PROCEDURES
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Just for Laughs: The boss was complaining in our staff
meeting the other day that he wasn’t getting any respect. Later
that morning he went to a local card and novelty shop and
bought a small sign that read, “I’m the Boss”. He then taped it
to his office door.  Later that day when he returned from lunch,
he found that someone had taped a note to the sign that said.
“Your wife called, she wants her sign back!”
Social psychologists have been concerned about intergroup
conflict and hostility for a number of years. Intergroup
behavior is even specifically identified as follows: “intergroup
behavior occurs whenever individuals belonging to one group
interact, collectively or individually, with another group or its
members in terms of their reference group identification.
One way to look at organizations, however, is in terms of
interacting individuals, one could think of it as consisting of
interacting and overlapping role sets.
Interacting and Overlapping Role Sets. The role concept
used in analyzing intra- individual conflict can also be used in
the understanding of intergroup behavior. In particular, all
organizational participants have certain expectations of others
and of themselves concerning what is involved in their roles.
The organization could be thought of as a set of such roles,
and when these roles are in interaction with one another, the
organization could more realistically be pictured as a system of
overlapping role sets; this often results in conflict.
Robert L. Kahn is most closely associated with the role-set
theory of organization. In Kahn’s view the organization is
made up of overlapping and interlocking role sets. These role
sets would normally transcend the boundaries of the classical
conception of organizations. Figure 10.5 gives an example of
the interacting role – set concept of organization. The figure
shows only three possible role sets from a large manufacturing
organization. The purchasing agent, executive vice president,
and design engineer are called the focal persons of the sets
shown. The supplier’s and consultant’s roles are vital in their
respective sets but would not be included within traditional
organizational boundaries. They are external to the classical
organization. The design engineer is a member of the purchas-
ing agent’s role set but is also a focal person for anther role set.
The production manager is shown as a member of two role
sets. The overlaps can result in role conflicts and ambiguities.
Such dynamics become important in intergroup conflict
analysis.

C. Intergroup Conflict

Antecedents to Intergroup Conflict: Several antecedent
conditions have been identified for explaining intergroup
conflict. These can be summarized as follows:
1. Competition for resources. Most organizations today

have very limited resources. Groups within the
organization vie for budget funds, space, supplies,
personnel, and support services.

2. Task interdependence. If two groups in the organization
depend on one another in a mutual way or even one-way
(as in a sequential technological process), there tends to be
more conflict than if groups are independent of one
another. The more diverse the objectives, priorities, and

personnel are of the interdependent groups (for example,
research and production), the more conflict there tends to
be.

3. Jurisdictional ambiguity. This may involve “turf”
problems or overlapping responsibilities. For example,
conflict might occur when one group attempts to assume
more control or take credit for desirable activities, or give
up its part and any responsibility for undesirable activities.

4. Status struggles. This conflict occurs when one group
attempts to improve its status and another group views
this as a threat to its place in the status hierarchy. One
group may also feel it is being inequality treated in
comparison with another group of equal status in terms
of rewards, job assignments, working conditions
privileges, or status symbols. Human resources
departments typically feel they are treated inequitably in
relation to sales, finance, or production departments.

The Impact of, and Strategies for, Intergroup
Conflict
Presenting interacting groups in terms of overlapping role sets
and some antecedents provides a better understanding of the
dynamics and resulting conflict that can occur. Groups in
conflict have much different behavior from that of smoothly
cooperating groups. There is evidence that groups in conflict
change both internally and in relation to one another. “Unfortu-
nately, these changes generally result in either a continuance or an
escalation of the conflict.” In particular, after searching the
relevant literature, Daft identified the following characteristics of
groups in conflict:
1. There is a clear distinction and comparison between “we”

(the in-group ) and “they” (the out-group).
2. A group that feels it is in conflict with another group

becomes more cohesive and pulls together to present a
solid front to defeat the other group.

3. The positive feelings and cohesion within the in-group do
not transfer to the members of the out-group. The
members of the out-group are viewed as the enemy rather
than as neutrals.

4. Threatened group members feel superior – they
overestimate their strength and underestimate that of
members of other groups.

5. The amount of communication between conflicting
groups decreases. When there is communication, it is
characterized by negative comments and hostility.

6. If a group is losing in a conflict, the member’s cohesion
decreases and they experience increased tension among
themselves. They look for a scapegoat to blame their failure
on.

7. The intergroup conflict and resulting hostility are not the
result of neurotic tendencies on the part of individual
members. These seem to be a product of group
interaction, even when individuals in the group are normal
and well adjusted.

The above findings from research help describe and provide an
understanding of the behavior of conflicting groups in
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organizations, such as unions and management, production
and sales, office personnel and operating personnel, nurses and
doctors, and faculty and administrators. There is even some
evidence that gender may affect intergroup behavior. Research
indicates that although men and women are equally adept at
helping groups solve conflict, women tend to seek changes in
future behavior while men tend to push for more immediate
results.
There is also recent theoretical analysis indicating the importance
that the origin of the group (for example, mandated versus
voluntary) and the degree of externally imposed task structure
(for example, high versus low) may have on the outcomes of
intergroup interactions. For example, mandated groups with
high external task structure are predicted to have low member
satisfaction and minimal quality of output while voluntary
groups with low external task structure are predicted to have
high member satisfaction and high quality of output. These
indications, of course, need to be tested by empirical research,
but if the model proves predictive, it could greatly help
managers make better decisions in forming and structuring
interacting groups.
There are a number of possible strategies that can be employed
to reduce the conflict. These can be grouped into four major
types:
1. Avoidance. This type of strategy attempts to keep the

conflict from surfacing at all. Examples would be to simply
ignore the conflict or impose a solution. This strategy may
be appropriate if the conflict is trivial or if quick action is
needed to prevent the conflict from occurring.

2. Defusion. Under this strategy, an attempt is made to
deactivate the conflict and cool off the emotions and
hostilities of the groups involved. Examples would
include trying to “smooth things over” by playing down
the importance and magnitude of the conflict or of
established super ordinate goals that need the cooperation
of the conflicting groups in order to be accomplished. This
strategy is appropriate where a stopgap measure is needed
or when the groups have a mutually important goal.

3. Containment. Under this strategy, some conflict is allowed
to surface, but it is carefully contained by spelling out which
issues are to be discussed and how they are to be resolved.
To carry out this strategy, the problems and procedures
may be structured, and representatives from the conflicting
parties may be allowed to negotiate and bargain within the
structure established. This strategy is appropriate where
open discussions have failed and the conflicting groups are
of equal power.

4. Confrontation. Under this strategy, which is at the other
end of the continuum from avoidance, all the issues are
brought into the open, and the conflicting groups directly
confront the issues and each other in an attempt to reach a
mutually satisfactory solution. This strategy may involve
mutual problem solving or even formally redesigning jobs
or responsibilities in order to resolve the conflict.
Confrontation is most appropriate when there is a
minimum level of trust, when time is not critical, and

when the groups need to cooperate to get the job done
effectively.

There are many other strategies that could be used besides those
described above. For example, conflict management techniques
such as the following can be used: super ordinate goal (a
common goal that is appealing to conflicting groups); the
reduction of interdependence between the conflicting groups;
expanding resources so that competition between the groups is
minimized; mutual problem solving to get the conflicting
groups conflicting groups together in a face – to – face meeting;
creation of a formal appeals system; and merging conflicting
groups.

Conflict between groups
Conflicts of interest may exist throughout the organisation -
or even for a single individual. There may be conflicts of interest
between local management of a branch or subsidiary and the
organisation as a whole.
• Sales and production departments in a manufacturing firm

(over scheduling, product variation)
• Trade unions and management.
Interest groups such as trade unions tend to wield greater
power in conflict situations than their members as individuals.
Trade Unions are organisations whose purpose it is to promote
their members’ interests. (Strike action has to be preceded by a
ballot.)

Activity 2 (10 minutes)
What other examples of ‘conflicts of interest’ can you identify
within an organisation? Having selected some instances, can you
detect any common patterns in such conflicts?

Case Example

Conflict can also operate within groups.
In an experiment reported by Deutsch (1949), psychology
students were given puzzles and human relation problems to
work at in discussion groups. Some groups (‘co-operative’
ones) were told that the grade each individual got at the end of
the course would depend on the performance of his group.
Other groups (‘competitive’ ones) were told that each student
would receive a grade according to his own contributions.
No significant differences were found between the two kinds of
group in the amount of interest and involvement in the tasks,
or in the amount of learning. But the co-operative groups,
compared with the competitive ones, had greater productivity
per unit time better quality of product and discussion, greater
co-ordination of effort and sub-division of activity, more
diversity in amount of contribution per member, more
attentiveness to fellow members and more friendliness during
discussion.

Conflict and competition
Sheriff and Sheriff conducted a number of experiments into
groups and competing groups.
(a) People tend to identify with a group.
(b) New members of a group quickly learn the norms and

attitudes of the others, no matter whether these are
‘positive’ or ‘negative’, friendly or hostile.
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When a group competes, this is what happens to it within the
group.

(i) Members dose ranks, and submerge their differences;
loyalty and conformity are demanded.

(ii) The ‘climate’ changes from informal and sociable to work
and task oriented; individual needs are subordinated to
achievement.

(iii) Leadership moves from democratic to autocratic, with the
group’s acceptance.

(iv) The group tends to become more structured and
organized.

(v) The opposing group begins to be perceived as ‘the enemy’.
(vi) Perception is distorted, presenting an idealized picture of

‘us’ and a negative stereotype of ‘them’.
(vii) Communication between groups decreases.
In a ‘win-lose’ situation, where competition is not perceived to
result in benefits for both sides.
(a) The winning group will:

• Retain its cohesion
• Relax into a complacent, playful state
• Return to group maintenance and concern for members’

needs
• Be confirmed in its group ‘self-concept’ with little re-

evaluation
(b) The losing group might behave as follows.
• Deny defeat if possible, or place the blame on the

arbitrator, or the system
• Lose its cohesion and splinter into conflict, as ‘blame’ is

apportioned.
• Be keyed-up, fighting mad.
• Turn towards work-orientation to regroup, rather than

members’ needs or group maintenance.
• Tend to learn by re-evaluating its perceptions of itself and

the other group. It is more likely to become a cohesive and
effective unit once the ‘defeat’ has been accepted.

Members of a group will act in unison if the group’s existence
or patterns of behaviour are threatened from outside. Cohesion
is naturally assumed to be the result of positive factors such as
communication, agreement and mutual trust - but in the face
of a ‘common enemy’ (competition, crisis or emergency)
cohesion and productivity benefit.

Activity 3 (20 minutes)
How applicable are Sherif’s 1965 research findings to the cause,
symptoms and treatment of conflict in a modern organisation?
In what ways, if at all, could Sherif’s findings be used as a
means of improving employee performance within an
organisation?

Causes, Symptoms and Tactics of Conflict

1. Causes of conflict

(a) Differences in the objectives of different groups or
individuals.

(b) Scarcity of resources.
(c) Interdependence of two departments on a task. They

have to work together but may do so ineffectively.
(d) Disputes about the boundaries of authority.

Ø The techno structure may attempt to encroach on the roles
or ‘territory’ of line managers and usurp some of their
authority.

Ø One department might start ‘empire building’ and try to
take over the work previously done by another department.

(e) Personal differences, as regards goals, attitudes and
feelings, are also bound to crop up. This is especially true in
differentiated organisations, where people employed in
the different sub-units are very different.

2. Symptoms of conflict

• Poor communications, in all ‘directions’
• Interpersonal friction
• Inter-group rivalry and jealousy
• Low morale and frustration
• Widespread use of arbitration, appeals to higher authority,

and inflexible attitudes
3. The tactics of conflict

(a) Withholding information from one another
(b) Distorting information. This will enable the group or

manager presenting the information to get their own way
more easily,

(c) Empire building. A group (especially a specialist group
such as research) which considers its influence to be
neglected might seek to impose rules, procedures,
restrictions or official requirements on other groups, in
order to bolster up their own importance.

(d) Informal organisation. A manager might seek to by-pass
formal channels of communication and decision-making
by establishing informal contacts and friendships with
people in a position of importance.

(e) Fault-finding in the work of other departments:
department X might duplicate the work of department Y -
hoping to prove department Y ‘wrong’ - and then report
the fact to senior management.

D. Organizational Conflict
So far, in this chapter has focused, in turn, on intraindividual,
interpersonal, and intergroup conflict. All these types of conflict
take place within the organizational setting. Now attention is
directed at organizational conflict per se, but it must be
remembered that intraindividual, interpersonal, and intergroup
conflict are all inherent in organizational conflict.

Structural Conflict
Individuals in the organization have many conflicting organiza-
tional cross pressures operating on them. For example, in the
classical organization there are four predominant types of
structural conflict:
1. Hierarchical conflict. There may be conflict between the

various levels of the organization. The board of directors
may be in conflict with top management, middle
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management may be in conflict with supervisory
personnel, or there may be general conflict between
management and the workers.

2. Functional conflict. There may be conflict between the
various functional departments of the organization.
Conflict between the production and marketing
departments discussed earlier is a classic example.

3. Line – staff conflict There may be conflict between line
and staff. It often results from situations in which staff
personnel do not formally possess authority over line
personnel.

4. Formal – informal conflict. There may be conflict
between the formal and informal  organizations. For
example, the informal organization’s norms for
performance may be incompatible with the formal
organization’s norms for performance.

The existence of conflict in organisations might be considered
inevitable or unnatural, depending on your viewpoint.
Point to ponder: “participation is an excellent method for
identifying differences and resolving conflicts.” Do you agree or
disagree? Discuss.

“The ‘happy Family’ View: conflict is Unnatural”

The happy family view presents organisations as:
(a) Co-operative structures, designed to achieve agreed

common objectives, with no systematic conflict of interest.
(b) Harmonious environments, where conflicts are

exceptional  and arise from:
• Misunderstandings
• Personality factors
• The expectations of inflexible employees
• Factors outside the organisation and its control
Conflict is thus blamed on bad management, lack of leader-
ship, poor communication, or ‘bloody-mindedness’ on the part
of individuals or interest groups that impinge on the
organisation. The theory is that a strong culture, good two-way
communication, co-operation and motivational leadership will
‘eliminate’ conflict.

Activity 1 (15 minutes)
How accurate is the ‘happy family’ perspective when applied to
your own organisation, or to any organisation with which you
are sufficiently familiar? To what extent would you subscribe to
the claim that the ‘happy family’ view is publicized by managers
within their own organisations, not so much as an accurate
description of reality, but rather because adoption of the ‘happy
family’ perspective itself helps to reduce the level of articulated
conflict?
Management responses to the handling of conflict:
Not all of these are effective.

Response Comment
Denial/withdrawal

Suppression

Dominance

Compromise

Integration/
collaboration

Encourage co -
operative behaviour

'Sweeping it under the carpet'. If the conflict is very trivial, it 
may indeed blow over without an issue being made of it, but if 
the causes are not identified, the conflict may grow to 
unmanageable proportions.

'Smoothing over', to preserve working relationships despite 
minor conflicts. As Hunt remarks, however: 'Some cracks 
cannot be  papered over'.

The application of power or influence to settle the conflict. The 
disadvantage of this is that it creates all the 'lingering resentment 
and hostility of 'win-lose' situations.

Bargaining, negotiating, conciliating. To some extent, this will be 
inevitable in any organisation made up of different individuals. 
However, individuals tend to exaggerate their positions to allow 
for compromise, and compromise itself is seen to weaken the 
value of the decision, perhaps reducing commitment.
Negotiation  is: 'a process of interaction by which two or more 
parties who consider they need to be jointly involved in an 
outcome, but who initially have different objectives seek by the 
use of argument and persuasion to resolve their differences in 
order to achieve a mutually acceptable solution'.

Emphasis must be put on the task, individuals must accept the 
need to modify their views for its sake, and group effort must be 
seen to be superior to individual effort. .

Joint problem-solving team, goals set for all teams/departments 
to follow.

Activity 4
(25 minutes)

In the light of the above consider how conflict could arise, what form it would take and how 
it might be resolved in the following situations.
(a) Two managers who share a secretary have documents to be typed.
(b) One worker finds out that another worker who does the same job as he does is 

paid a higher wage.
(c) A company's electricians find out that a group of engineers have been receiving 

training in electrical work.
(d) Department A stops for lunch at 12.30 while Department B stops at 1o’clock. 
Occasionally the canteen runs out of puddings for' Department B workers.
(e) The Northern Region and Southern Region sates teams are continually trying to 

better each others results, and the capacity of production to cope with the increase 
in sales is becoming overstretched.

This states that there are three basic ways in which a conflict or
disagreement can be worked out.

Method Frequency Explanation
Win-lose

Lose-lose

Win-win

This is quite common.

This sounds like a senseless 
outcome, but actually
compromise comes into this 
category. It is thus very
common.

This may not be common, 
but working towards it
often brings out the best 
solution.

One party gets what (s)he wants at the 
expense of the other party:  for example, 
Department A gets the new photocopier, 
while Department B keeps the old one (since 
there were insufficient resources to buy two 
new ones). However well-justified such a 
solution is (Department A needed the
facilities on the new photocopier more than 
Department B), there is often lingering
resentment on the part of the 'losing' party, 
which may begin to damage work relations.

Neither party gets what (s)he really
wanted: for example, since Department A 
and B cannot both have a new photocopier, 
it is decided that neither department should 
have one. However 'logical' such a solution 
is, there is often resentment and
dissatisfaction on both sides. (Personal
arguments where neither party gives ground 
and both end up storming off or not talking 
are also lose-lose: the parties may not have 
lost the argument, but they lose the
relationship...) Even positive compromises 
only result in half-satisfied needs.

Both parties get as close as possible to
what they really want. How can this be 
achieved?
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It is critical to the win-win approach to discover what both
parties really want - as opposed to:
• What they think they want (because they have not

considered any other options)
• What they think they can get away with
• What they think they need in order to avoid an outcome

they fear
For example, Department B may want the new photocopier
because they have never found out how to use all the features
(which do the same things) on the old photocopier; because
they just want to have the same equipment as Department A;
or because they fear that if they do not have the new photo-
copier, their work will be slower: and less professionally
presented, and they may be reprimanded (or worse) by manage-
ment.
The important questions in working towards win-win are:
• What do you want this for?
• What do you think will happen if you don’t get it?
These questions get to the heart of what people really need and
want.
In our photocopier example, Department A says it needs the
new photocopier to make colour copies (which the old copier
does not do), while Department B says it needs the new copier
to make clearer copies (because the copies on the old machine
are a bit blurred). Now there are options to explore. It may be
that the old copier just needs fixing, in order for Department B
to get what it really wants. Department A will still end up
getting the new copier - but Department B has in the process
been consulted and had its needs met.

Case Example: ‘The Win-win Approach

Two men are fighting over an orange. There is only one orange,
and both men want it.
(a) If one man gets the orange and the other does not, this is

a win-lose solution.
(b) If they cut the orange in half and share it (or agree that

neither will have the orange), this is a lose-lose solution -
despite the compromise.

(c) If they talk about what they each need the orange for, and
one says ‘I want to make orange juice’ and the other says ‘I
want the skin of the orange to make candied peel’, there are
further options to explore (like peeling the orange) and the
potential for both men to get exactly what they wanted.
This is a win-win approach.

Win-win is’ not always possible: It is working towards it that
counts. The result can be mutual respect and co-operation,
enhanced communication, more creative problem- solving and -
at best - satisfied needs all round.

Activity 5  (20 minutes)
Suggest a (i) win-lose, (ii) compromise and (Hi) win-win
solution in the following scenarios.
(a) Two of your team members are arguing over who gets the

desk by the window: they both want it.

(b) You and a colleague both need access to the same file at the
same time. You both need it to compile reports for your
managers, for the following morning. It is now 3.00pm,
and each of you will need it for two hours to do the work.

(c) Manager A is insisting on buying’ new computers for her
department before the budgetary period ends. Manager B
cannot understand why -since the old computers are quite
adequate - and will moreover be severely inconvenienced by
such a move, since her own systems will have to be
upgraded as well, in order, to remain compatible with
department A. (The two departments constantly share data
files.) Manager B protests, and conflict erupts.

Disciplinary and grievance 
procedures

Conflict
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Various types of conflict that can take place 
at individual level which are:

� Intra-individual Conflict
� Interpersonal Conflict

Antecedents to Inter-group Conflict:

� Competition for resources
� Task interdependence
� Jurisdictional ambiguity
� Status struggles

4 strategies that can be employed to 
reduce the conflict:

� Avoidance
� Diffusion
� Containment.
� Confrontation

Interactive behavior is bound to take place at various Interactive behavior is bound to take place at various 
levels of the organization and these can often lead to levels of the organization and these can often lead to 

conflict.conflict.

� Conflict can exist at an 
individual or group 
level.
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Causes of conflict

� Differences in the objectives
� Scarcity of resources
� Interdependence of two departments
� Disputes about the boundaries of authority.
� Personal differences

Symptoms of conflict

� Poor communications, in all 'directions‘
� Interpersonal friction
� Inter-group rivalry and jealousy
� Low morale and frustration
� use of arbitration, appeals to higher authority, 

and inflexible attitudes

The tactics of conflict

� Withholding information
� Distorting information
� Empire building
� Informal organization

� Fault-finding

Four predominant types of 
structural conflict:

� Hierarchical conflict
� Functional conflict
� Line – staff conflict
� Formal – informal conflict
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Conflict resolution:

� Win-lose method- One party gets what (s)he 
wants at the expense of the other party.

� Lose-lose method– In this, neither party gets 
what (s)he really wanted.

� Win-win method- Both parties get as close as 
possible to what they really want.

Win-win is not always possible: 

It is working towards it that counts. The result can be 
- mutual respect and co-operation, 
- enhanced work and communication, 
- more creative problem- solving and
- at best – all round satisfied needs.
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LESSON 36:
DISCIPLINE

MS 22B - Eddie Corbin, Lecturer 2

Learning Objective in this LessonLearning Objective in this Lesson

By the end of this lesson, you should be able to learn:
� What is Discipline
� Nature of Discipline
� How can the management maintain Discipline
� Essentials of a Good Disciplinary Procedure

Dear students, you must have heard this word being used
all through school and college life.  This won’t leave you
even when you leave college and join a business
organization. Discipline means adherence to rules,
regulations, procedures, and standards is the discipline,
orderliness, and obedience.
Definition:
Discipline can be considered as: ‘a condition in an enterprise in
which there is orderliness in which the members of the
enterprise behave sensibly and conduct themselves according to
the standards of acceptable behaviour as related to the goals of
the organisation’.

Another definition of ‘positive’ and ‘negative’ discipline makes
the distinction between methods of maintaining sensible
conduct and orderliness which are technically co-operative, and
those based on warnings, threats and punishments.
(a) Positive (or constructive) discipline relates to procedures,
systems and equipment in the work place which have been
designed specifically so that the employee has no option but to
act in the desired manner to complete a task safely and success-
fully. A machine may, for example, shut off automatically if its
safety guard is not in place.
(b) Negative discipline is then the promise of sanctions
designed to make people choose to behave in a desirable way.
Disciplinary action may be punitive (punishing an offence),
deterrent (warning people not to behave in that way) or
reformative (calling attention to the nature of the offence, so
that it will not happen again).
The best discipline is self-discipline. Even before they start to
work, most mature people accept the idea that following
instructions and fair rules of conduct are normal responsibilities
that are part of any job. Most team members can therefore be
counted on to exercise self-discipline.
As you will observe that this lesson has been discussed in not
much detail. The reason being that you would have covered this
in your earlier courses. And I assumed you have ample knowl-
edge on the lesson already (?). Therefore dear students, happy
revision!

Types of Disciplinary Situations
There are many types of disciplinary situations which require
attention by the manager. Internally, the most frequently
occurring are these.
• Excessive absenteeism
• Poor timekeeping
• Defective and/or inadequate work performance
• Poor attitudes which influence the work of others or reflect

on the image of the firm
• Breaking rules regarding rest periods and other time

schedules
• Improper personal appearance
• Breaking safety rules
• Other violations of rules, regulations and procedures
• Open insubordination such as the refusal to carry out a

work assignment.
Just for laughs:
Company Memo
To: All Employees
From: Director, Administrative Services
Subject: Excessive Absences
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Due to the excessive number of absences from the office, the
following rules and procedures will be put into effect as of this
date:
SICKNESS: No excuse. We will no longer accept your doctor’s
statement as proof, as we believe that if you are able to go to
the doctor YOU are able to come to work.
DEATH: (Other than your own) This is no excuse. There is
nothing you can do for them, and we are sure that someone
else with lesser position can attend to the arrangements.
However, if the funeral can be held in the late afternoon, we will
be glad to let you off one hour early, provided that your share
of the work is ahead enough to keep the job going in your
absence.
LEAVE OF ABSENCE: (Surgery) We are no longer allowing
this practice. We wish to discourage any thoughts that you need
an operation, as we believe as long as you are an employee here,
you will need all of whatever you have and you should not
consider having anything removed. We hired you as you are and
to have anything removed would certainly make you less than
we bargained for.
DEATH: (Your own) This will be accepted as an excuse but we
would like a two-week notice, as we feel it is your duty to train
your successor.
ALSO: Entirely too much time is being spent in the restroom.
In the future, we will follow the practice of going in alphabetical
order. For instance, those whose names begin with “A” will go
from 8 to 8:15, “B” will go from 8:15 to 8:30, and so on. If you
are unable to go at your appointed time, it will be necessary to
wait until the next day when your turn comes again.

Signed: The Management
Reasons instigating Disciplinary Action

• Breach of Rule
• Act of indiscipline committed by somebody
• To correct a person disciplinary action is taken

Progressive Disciplinary Action
The purpose of discipline is not punishment or retribution.
Disciplinary action must have as its goal the improvement of
the future behaviour of the employee and other members of
the organisation. The purpose obviously is the avoidance of
similar occurrences in the future.
Let us end by understanding the important elements in the
disciplinary system with the help of a diagram
Elements in a Disciplinary System

Employees

Employ
er

Establish
rules and

goals

Communic
ate rules 
and goals

Assess
behavior

Modify
undesirable
behavior

The suggested steps of progressive disciplinary action follow
ACAS guidelines.
Step 1. The informal talk
If the infraction is of a relatively minor nature and if the
employee’s record has no previous marks of disciplinary action,
an informal, friendly talk will clear up the situation in many
cases. Here the manager discusses with the employee his or her
behaviour in relation to standards which prevail within the
enterprise.
Step 2. Oral warning or reprimand
In this type of interview between employee and manager, the
latter emphasizes the undesirability of the subordinate’s
repeated violation, and that ultimately it could lead to serious
disciplinary action.
Step 3. Written or official warning
These are part of the ACAS code of practice. A written warning
is of a formal nature insofar as it becomes a permanent part of
the employee’s record. Written warnings, not surprisingly, are
particularly necessary in unionized situations, so that the
document can serve as evidence in case of grievance procedures.
Step 4. Disciplinary layoffs, or suspension
This course of action would be next in order if the employee
has committed repeated offences and previous steps were of no
avail. Disciplinary lay-offs usually extend over several days or
weeks. Some employees may not be very impressed with oral or
written warnings, but they will find a disciplinary layoff without
pay a rude awakening.
Step 5. Demotion
This course of action is likely to bring about dissatisfaction and
discouragement, since losing pay and status over an extended
period of time is a form of constant punishment. This
dissatisfaction of the demoted employee may easily spread to
co-workers, so most enterprises avoid downgrading as a
disciplinary measure.
Step 6. Discharge
Discharge is a drastic form of disciplinary action, and should be
reserved for the most serious offences. For the organisation, it
involves waste of a labor resource, the expense of training a
new employee, and disruption caused by changing the make-up
of the work team. There also may be damage to the morale of
the group.

Activity 6 (15 minutes)
How (a) accessible and (b) clear are the rules and policies of your
organisation/office: do people really know what they are and are
not supposed to do. Have a look at the rule book or procedures
manual in your office. How easy is it see - or did you get referred
elsewhere? is the rule book well-indexed and cross-referenced,
and in language that all employees will understand?
How (a) accessible and (b) clear are the disciplinary procedures in
your office? Are the employees’ rights of investigation and
appeal clearly set out, with ACAS guidelines? Who is respon-
sible for discipline?

Relationship Management in Disciplinary Situations
Even if the manager uses sensitivity and judgement, imposing
disciplinary action tends to generate resentment because it is an
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unpleasant experience. The challenge is to apply the necessary
disciplinary action so that it will be least resented.
(a)Immediacy
Immediacy means that after noticing the offence, the manager
proceeds to take disciplinary action as speedily as possible,
subject to investigations while at the same time avoiding haste
and on-the-spot emotions which might lead to unwarranted
actions.
(b) Advance warning
Employees should know in advance (eg in a Staff Handbook)
what is expected of them and what the rules and regulations
are.
(c) Consistency
Consistency of discipline means that each time an infraction
occurs appropriate disciplinary action is taken. Inconsistency in
application of discipline lowers the morale of employees and
diminishes their respect for the manager.
(d) Impersonality
Penalties should be connected with the act and not based upon
the personality involved, and once disciplinary action has been
taken, no’ grudges should be borne.
(e) Privacy
As a general rule (unless the manager’s authority is challenged
directly and in public) disciplinary action should be taken in
private, to avoid the spread of conflict and the humiliation or
martyrdom of the employee concerned.

Disciplinary interviews

Preparation for the disciplinary interview

(a) Gathering the facts about the alleged infringement

(b) Determination of the organisation’s position: how
valuable is the employee, potentially? How serious are his
offences/lack of progress? How far is the organisation prepared
to go to help him improve or discipline him further?
(c) Identification of the aims of the interview: punishment?
deterrent to others? improvement? Specific standards of future
behaviour/performance required need to be determined.
(d) Ensure that the organisation’s disciplinary procedures
have been followed

(i) Informal oral warnings (at least) have been given.
(ii) The employee has been given adequate notice of the

interview for his own preparation.
(iii) The employee has been informed of the complaint against

his right to be accompanied by a colleague or representative
and so on.

The Content of The Disciplinary Interview

Step 1. The manager will explain the purpose of the interview.
Step 2. The charges against the employee will be delivered,
clearly, unambiguously and without personal emotion.
Step 3. The manager will explain the organisation’s position
with regard to the issues involved: disappointment, concern,
need for improvement, impact on others. This can be done
frankly - but tactfully, with as positive an emphasis as possible
on the employee’s capacity and responsibility to improve.

Step 4.  The organisation’s expectations with regard to future
behaviour/performance should be made clear.
Step 5. The employee should be given the opportunity to
comment, explain, justify or deny. If he is to approach the
following stage of the interview in a positive way, he must not
be made to feel ‘hounded’ or hard done by.
Step 6. The organisation’s expectations should be reiterated, or
new standards of behaviour set for the employee.
(i) They should be specific and quantifiable, performance

related and realistic.
(ii) They should be related to a practical but reasonably short

time period.. A date should be set to review his progress.
(iii) The manager agrees on measures to help the employee

should that be necessary. It would demonstrate a positive
approach if, for example, a mentor were appointed from
his work group to help him check his work. If his poor
performance is genuinely the result of some difficulty or
distress outside work, other help (temporary leave,
counseling or financial aid) may be appropriate.

Step 7. The manager should explain the reasons behind any
penalties imposed on the employee, including the entry in his
personnel record of the formal warning. He should also explain
how the warning ‘can be removed from the record, and what
standards must be achieved within a specified timescale. There
should be a clear warning of the consequences of failure to
meet improvement targets.
Step 8. The manager should explain the organisation’s appeals
procedures: if the employee feels he has been unfairly treated_
there should be a right of appeal to a higher manager.
Step 9. Once it has been established that the employee under-
stands all the above, the manager should summarize the
proceedings briefly.
Records of the interview will be kept for the employee’s
personnel file, and for the formal follow-up review and any
further action necessary.

Activity 7 (20 minutes)
Outline the steps involved in a formal disciplinary procedure
(for an organisation with unionized employees) and show how
the procedure would cerate in a case of:
(a) Persistent absenteeism
(b) Theft of envelopes from the organisation’s offices

The ACAS Code of Practice
This highlights the features of a good disciplinary system.
ACAS Code of PracticeDisciplinary and grievance procedures
should:· be in written form’
• specify to whom they apply (all, or only some of the

employees?)
• be capable of dealing speedily with disciplinary matters
• indicate the forms of disciplinary action which may be

taken (such as dismissal, suspension or warning)
• specify the appropriate levels of authority for the exercise

of disciplinary actions



282

• provide for individuals to be informed of the nature of
their alleged misconduct

• allow individuals to state their case, and to be accompanied
by a fellow employee (or union representative)

• ensure that every case is properly investigated before any
disciplinary action is taken

• ensure that employees are informed of the reasons for any
penalty they receive

• state that no employee win be dismissed for a first offence,
except in cases of gross misconduct

• provide for a right of appeal against any disciplinary action,
and specify the appeals procedure* The ACAS code of
practice does not extend to informal ‘first warnings’, but
these are an important part of the organisation’s policy:
don’t forget them!

Symptoms of Indiscipline

• Absenteeism
• Go Slow
• Disorderly behavior.
• Lack of concern for job
• Demand for OT
• Assault
• Late Coming
Principle of Natural Justice: Before taking disciplinary action
against a worker, management must hold a domestic enquiry,
following the principles of natural justice.  This states that no
man should be held guilty without getting an opportunity to
explain his point of view.

Tell the person what he has done
Hear Him
Give Him a Chance to defend himself

“RED HOT STOVE” Rules of Discipline (Douglas Mc
Gregor)

This rule draws an analogy between touching a hot stove
and undergoing discipline

• Don’t touch (warning people not to touch a Red Stove.):
Give advance warning that punishment will follow
unacceptable behaviour.

• Immediacy (Instant ‘BURN’ if you touch it.)
• Consistent:   (Punishment is always consistent) This means

that everyone who performs the same act will be punished
accordingly.

• Impersonal: Disciplinary action should be impersonal.
• Problems with Hot Stove Rules and Progressive Discipline
• They focus on past behavior
• There is the possibility that employees are disciplined in a

punitive way:
• Will not build commitment into their jobs
• Will not feel better about the job or the company

Parties Responsible

• Management
• Trade Union
The Code of Discipline is written in three parts. The first part
lays down a common set of rules for the management and the
union. The second set of rules applies to the management and
the third set of rules applies to the union.
Essentials of Good Disciplinary Procedure

• Well drafted  (it is a part of S. O. S)
• Known to all
• Prompt & Fair Action
Domestic Enquiry

• Domestic enquiry should be held before awarding
punishment

• Domestic enquiry should be based on the principles of
natural justice.

Steps involved in Domestic Enquiry

a. Written Complaint
b. Preliminary Enquiry      B.1 Calling of Explanation
c. Issue of Charge Sheet      B.2 preparation of Charge Sheet

d. Submit Explanation D.1 Consideration of
Explanation

e. Holding of Enquiry D.2   Selection of Enquiry
Officer
D.3   Issue of Enquiry
Notice & ITS Service

f. Report prepared by the  F.1 Consideration of
Report by the Enquiry Officer
Punishing Authority.

F.2 Awarding of
      Punishment/
      preparation of
     Dismissal Letter
F.3 Service of Letter
Conveying the Decision

Before starting the process of discipline, it is essential to hold a
preliminary inquiry to know if a prima facie case of indiscipline
and misconduct exist. After this, the following steps should be
followed:
1. Issue of charge sheet: Once the prima facie case of miscon-
duct is established, the management should proceed to issue a
charge sheet to the employee. Charge sheet is merely a notice of
the charge and provides the employee an opportunity to explain
his conduct. Therefore, charge sheet is generally known as a slow
cause notice. In the charge sheet, each charge should be clearly
specified. There should be a separate charge for each allegation
and charge should not relate to any matter, which has already
been decided upon. I would suggest each one of you to talk to
find out how is a charge sheet prepared. We will discuss that in
the next class.
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2. Consideration of Explanation. On getting the answer for
the charge sheet served, the explanation furnished should be
considered and if it is satisfactory, no disciplinary action needs
to be taken. On the contrary when the management is not
satisfied with the employee’s explanation, it can proceed with
full-fledged enquiry. (However, if the worker admits the charge,
the employer can warn him or award him punishment without
further enquiry.)
3. Suspension pending Enquiry. In case the charge is grave
that is serious, a suspension order may be served on the
employee along with the charge sheet. According to the
Industrial Employment (Standing Order) Act, 1946, the
suspended worker is to be paid a subsistence allowance equal to
one-half of his wages for the first ninety days of suspension
and three-fourths of wages for the remaining period of
suspension if the delay in the completion of disciplinary
proceedings is not due to the worker’s conduct.
What is grave will depend on the discretion of the manage-
ment. It has to be decided in accordance with the Code Of
Discipline.
4. Holding of Enquiry. An enquiry officer should be ap-
pointed to hold the enquiry and a notice to this effect should be
given to the concerned worker. Principle of natural justice must
be followed. The worker should not be denied the chance of
explaining himself.  The enquiry officer should give sufficient
notice to the worker so that he may prepare to represent his case
and make submission in his defense. The enquiry officer should
proceed in a proper manner and examine witnesses. Fair
opportunity should be given to the worker to cross-examine
the management witnesses.
On the conclusion of the enquiry, the enquiry officer should
record his findings and the reasons thereof. He should refrain
from recommending punishment and leave it to the decision
of the appropriate authority. After all he is just an enquiry
officer!!
5. Order of Punishment. Disciplinary action can be taken when
the misconduct of the employee is proved. While deciding the
nature of disciplinary action, the employee’s previous record,
precedents, effects of the action on other employees, etc, have to
be considered.
When the employee feels that the enquiry conducted was not
proper and the action taken unjustified, he must be given a
chance to make appeal.
The Disciplinary Procedure can be summarized as

Summary:

• Discipline is the force that prompts individuals or groups
to observe rules, regulations, standards and procedures
deemed necessary for an organization.”

• Maintenance of discipline is a prerequisite to the
attainment of maximum productivity, not only of the firm
but also for the entire nation.

• Discipline involves the following three things.
(I) Self-discipline.
(II) Orderly behaviour.
(III ) Punishment

• Discipline can either be positive or negative.
• The common causes of indiscipline are Unfair

Management Practices, Absence of Effective Leadership,
Communication Barriers, and Inadequate attention to
personnel Problems, Victimization, Absence of Code of
Conduct.

• Before starting the process of discipline, it is essential to
hold a preliminary inquiry to know if a prima facie case of
indiscipline and misconduct exist.

• The Code of Discipline is entirely voluntary in nature and
is not required by law.

Exercises:

1) Why is discipline necessary?
2) Bring out the differences between positive and negative

discipline.
3) Outline the various forms of indiscipline and examine the

factors leading to indiscipline.
4) Explain what do you mean by the principle of Natural

Justice.
5) Write short notes on:
• Suspension
• Dismissal
• Red Hot Stove rule
6) What types of discipline problems are most prevalent?
7) What type of discipline problem traditionally results in the

most severe disciplinary action?
8) In what conditions should dismissal be used as a penalty?
9) Should an organisation adopt a uniform hierarchy of

penalties for all offences? Discuss.
10) “You can’t discipline employees today as you could a

generation ago.” Discuss with your grandparents and
parents and find out. Discuss the findings in the class.

11) What should be the rights of an employee who has been
charged with a rules violation by his or her supervisor?

12)  2 shipping clerks come to office following lunch, heavily
intoxicated. One has been employed for three months and
is undergoing the usual 6 months probation that all new
employees undergo. The other has been with the company
for 16 years, is a good worker and except for a 2-day
suspension for telling off his old boss a few years ago, has
a spotless record. As their supervisor, what would you do?

Issue of charge sheet

Consideration of Explanation

Suspension pending Enquiry

Holding of Enquiry

Order of Punishment
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Case Study:

“Its not easy to punish
tardiness”

On January 20, 1994 Babbir
Singh was hired as a mechanic
for a large national automatic
service station in Mumbai.  Babbir was to do routine preventive
maintenance  on cars that are leased out to various local firms
from time to time.  When he first commenced his job, he was
scheduled to check on the time clock at 7 am.  On July 25, 1995
Babbir’s supervisor Rajinder called him to his office and said, “
Babbir, I have noticed that during July you have been late for
work several times.  You were on time for the past 6 months.
What can I do to help you come on time?”
Babbir replied that” It would be awfully nice if you permit me
to come at 8 am instead of 7 am as I have to travel more than
60 kms to report to work daily.” Rajinder then said “ Babbir, I
am highly pleased with your overall work performance, so it
does not matter much if your work day begins at 8 am.”
During the month of august 1995, Babbir was late 8 times.
Another meeting followed between the 2 and as a result his
reporting time was changed to 9 am.
On Jan 10, 1996, Rajinder pasted the following notice on the
display board- “ Any employee late for work for more than
thrice in any one particular month is subject to termination.”
On Feb 20, 1996, Rajinder called Babbir into his cabin and gave
him a letter that read- “ During Feb, 1996, you have been late for
work more than 3 times.  If this behaviour continues, you are
subject to termination”.  Babbir signed the letter to acknowl-
edge that he had received it.
In April 1996, Babbir was again late 8 times offering various
excuses as usual.  In May and June, the same behaviour
followed.  In August 10, 1996 Rajinder informed Babbir that he
had been fired for his tardiness.  He also mentioned that every
word of law has been scrupulously observed before taking the
harsh step.  Babbir then recollected having signed some letter
issued by Rajinder previously.
On August 19, 1996, Babbir came with his union representa-
tives and demanded that he got his job back.  Babbir this time
raised his violent demand on the information that another
woman radhika by name working in the stores division was late
as many times as he was or more.  Babbir further alleged that
Rajinder was punching the time clock for this woman because
he was having an affair with this woman.  The union represen-
tative intervened that and said that nearly 6 people in the
company had agreed to testify to this effect- under oath.  The
union representative then said “ Rajinder, rules are for everyone,
you cant let one person break the rule and penalize another
person for breaking the same rule. You haven’t followed the
rules mentioned in the Act.  You have not informed the union
before firing Babbir.  We will be fighting the issue on other
grounds as well.  Its better , you agree to take back Babbir.

Questions:

1) What is your position in regard to this case? Is everything
in order? Who is at fault?

2) What would you do if you were to decide the case? Would
you punish Babbir or let him go off the hook.

Disciplinary and grievance 
procedures

Discipline

Discipline

“….can be considered as: 'a condition in 
an enterprise in which there is orderliness in 
which the members of the enterprise behave 
sensibly and conduct themselves according 
to the standards of acceptable behavior as 
related to the goals of the organization.”
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Discipline

Positive Discipline
Negative Discipline

Self Discipline

Types of disciplinary Types of disciplinary 
situationssituations

� Excessive absenteeism
� Poor timekeeping
� Defective and/or inadequate work performance
� Poor attitudes which influence the work of others 

or reflect on the image of the firm
� Improper personal appearance
� Breaking safety rules
� violations of rules, regulations and procedures

Disciplinary Action

� The informal talk
� Oral warning or reprimand
� Written or official warning
� Disciplinary layoffs, or suspension
� Demotion
� Discharge

Disciplinary interviews

� Gathering the facts about the alleged 
infringement

� Determination of the organization's position
� Identification of the aims of the interview
� Ensure that the organization's disciplinary 

procedures have been followed
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Relationship management in 
disciplinary situations

� Immediacy
� Advance warning
� Consistency
� Impersonality
� Privacy

Principle of Natural Justice

This states that no man should be 
held guilty without getting an 
opportunity to explain his point of 
view.

“RED HOT STOVE”

•Rules of Discipline given by Douglas Mc Gregor

•This rule draws an analogy between touching a 
hot stove and undergoing discipline
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LESSON 37:
GRIEVANCE AND GRIEVANCE RESOLUTION

M S  2 2 B  - E d d i e  C o r b i n ,  L e c t u r e r 2

L e a r n i n g  O b j e c t i v e  i n  t h i s  L e a r n i n g  O b j e c t i v e  i n  t h i s  
L e s s o nL e s s o n

B y  t h e  e n d  o f  t h i s  l e s s o n ,  y o u  s h o u l d  b e  a b l e  t o  l e a r n :
� T h e  n a t u r e  o f  G r i e v a n c e
� W h a t  c a u s e s  e m p l o y e e  g r i e v a n c e
� S t e p s  t o  r e s o l v e  i t
� R e l e v a n t  L e g i s l a t i o n  t h a t  c o v e r  t h e  g r i e v a n c e  

p r o c e d u r e s  i n  a n  o r g a n i z a t i o n .

Grievance is Defined as “Cause for Complaint or
Annoyance”.
A grievance occurs when an individual thinks that he is being
wrongly treated by his colleagues or supervisor; perhaps he or
she is being picked on, unfairly appraised in his annual report,
unfairly blocked for promotion or discriminated against on
grounds of race or sex.
An employee grievance is an indication of his discontent or
dissatisfaction.  It may be expressed by him or he may not
communicate it.  It can be real or imaginary, legitimate or
ridiculous, stated or unvoiced, written or oral.  It must,
however, find expression in some form or the other.
Dissatisfaction or discontent per se is not a grievance.  They
initially find expression in the form of a complaint.  When a
complaint remains unattended and the employee concerned
feels a sense of lace of justice and fair play, the dissatisfaction
grows and assumes the status of a grievance.
When an individual has a grievance he should be able to pursue
it and ask to have the problem resolved. Some grievances
should be capable of solution informally by the individual’s
manager. However, if an informal solution is not possible,
there should be a formal grievance procedure.
Dissatisfaction : maybe defined as anything that disturbs an
employee, whether or nor such unrest is expressed in word e.g.

engineers and technicians may be upset because they are
suddenly instructed to observe regular hours.
Complaint: It is a spoken or written dissatisfaction, brought to
the attention of the supervisor and the union leader.  The
complaint may or may not specially assign a cause for dissatisfac-
tion e.g. “four times this morning I have had to chase around
looking for the pliers”.
Grievance: It is simply a complaint which has been formally
presented in writing, to a management representative or a union
official.  But for the most people, the word “grievance”
suggests a complaint that has been ignored, overridden or
dismissed without due consideration.
“ILO defines a grievance as a complaint of one or more workers
related to:
• wages and allowance
• conditions of work
• Interpretation of service conditions covering such as OT,

Leave, Transfer, Promotion, Seniority, Job Assignment &
Termination of Service”.

The National Commission on Labor Observed that “Com-
plaints affecting one or more individual workers in respect of
their workers in respect of their
• Wage payments, OT, Leave, Transfer Promotion, Seniority,

Work Assignment & Discharges Constitute Grievances”.
Causes of Employee Grievances

• Amenities
• Promotions
• Continuity of Service
• Fine
• Nature of Job
• Compensation
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• Payments
• Continuity of work
• Safety Environment
• Disciplinary action
• Super Annuation
• Transfers
• Victimization

Confession is good for the soul but bad
for your career.

Effects of Grievance
• Frustration
• Alienation
• De-motivation
• Slackness
• Low Productivity
• Increase in Wastage & Costs
• Absenteeism
• In discipline
• Labour unrest
• Increase in employee
• Grievance procedures
• Formal grievance procedures, like disciplinary procedures,

should be set out in writing and made available to all staff.
These procedures should do the following things.

• (a) State what grades of employee are entitled to pursue a
particular type of grievance.

• (b) State the rights of the employee for each type of
grievance. For example, an employee who is not invited to
attend a promotion/selection panel might claim that he
has been unfairly passed over. The grievance procedure
must state what the individual would be entitled to claim.
In our example, the employee who is overlooked for
promotion might be entitled to a review of his annual
appraisal report, or to attend a special appeals promotion/
selection board if he has been in his current grade for at
least a certain number of years.

(c) State what the procedures for pursuing a grievance
should be.

Step 1. The individual should discuss the grievance with a staff/
union representative (or a colleague). If his case seems a good
one, he should take the grievance to his immediate boss.
Step 2. The first interview will be between the immediate boss
(unless he is the subject of the complaint, in which case it will
be the next level up) and the employee; who has the right to be
accompanied by a colleague or representative.
Step 3. If the immediate boss cannot resolve the matter, or the
employee is otherwise dissatisfied with the first interview, the
case should be referred to his own superior (and if necessary in
some cases, to an even higher authority).
Step 4. Cases referred to a higher manager should also be
reported to the personnel department. Line management might

decide at some stage to ask for the assistance/advice of a
personnel manager in resolving the problem.
(d) Distinguish between individual grievances and.
collective grievances. Collective grievances might           occur
when a work group as a whole considers that it is being badly
treated.
(e) Allow for the involvement of an individual’s or group’s
trade union or staff association representative. Indeed, many
individuals and groups might prefer to initiate some grievance
procedures through their union or association rather than
through official grievance procedures. Involvement of a union
representative from the beginning should mean that manage-
ment and union will have a common view of what procedures
should be taken to resolve the matter.
(f) State time limits for initiating certain grievance procedures
and subsequent stages of them. For example, a person who is
passed over for promotion should be required to make his
appeal within a certain time period of his review, and his appeal
to higher authority (if any) within a given period after the first
grievance interview. There should also be timescales for
management to determine and communicate the outcome of
the complaint to the employee.
(g) Require written records of all meetings concerned with the
case to be made and distributed to all the participants.
Steps to Handle Grievances

1. Let the Employee Talk
• Put the employee at ease
• Listen him in private
• Listen with sincere interest
• Do not argue
• Probe for the real grievance
• Get all the details
• Check the employees story
• Take notes
• Repeat the grievance in your own words.
• Tell the employee when he will get an answer.
2. Check the Facts

• Consult others
• Refer to the written policy
• Consider the employee’s view point
• Look at the employee’s record
3. Telling the Employee

• Be willing to admit mistake
• Give the benefit of doubt
• If the employee’s grievance id unfounded explain
• Keep your cool
• Prepare the case for appeal.
4. Follow Through

• Take prompt action to correct the cause of the grievance
• Check with employer
• Don’t let it happen twice.
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Grievance interviews
The dynamics of a grievance interview are broadly similar to a
disciplinary interview, except that it is the subordinate who
primarily wants a positive result from it. Prior to the interview,
the manager should have some idea of the complaint and its
possible source. The meeting itself can then proceed through
three phases.
Step 1. Exploration. What is the problem: the background, the
facts, the causes (manifest and hidden)? At this stage, the
manager should simply try to gather as much information as
possible, without attempting to suggest solutions or interpre-
tations: the situation must be seen to be open.
Step 2.  Consideration. The manager should:
(i) Check the facts
(ii) Analyze the causes - the problem of which the complaint

may be only a symptom
(iii) Evaluate options for responding to the complaint, and the

implication of any response made
It may be that information can be given to clear up a misunder-
standing, or the employee will - having ‘got it off his chest’ -
withdraw his complaint. However, the meeting may have to be
adjourned (say, for 48 hours) while the manager gets extra
information and considers extra options.
Step 3. Reply. The manager, having reached and reviewed his
conclusions, reconvenes the meeting to convey (and justify, if
required) his decision, hear counter- arguments and appeals.
The outcome (agreed or disagreed) should be recorded in
writing.
Grievance procedures should be seen as an employee’s right. To
this end, managers should be given formal training in the
grievance procedures of their organisation, and the reasons for
having them. Management should be persuaded that the
grievance procedures are beneficial for the organisation and are
not a threat to themselves (since many grievances arise out of
disputes between subordinates and their boss).

Activity 8 (20 minutes)
Find your organisation’s grievance procedures. in the office
manual, or ask your union or staff association representative.
Study the procedures carefully. Think of a complaint or
grievance you have (or have had) at work. Have you taken it to
grievance procedures? If so, what happened: were you satisfied -
with the process and outcome? If not, why not?

Relevant Legislation
As with other areas of employment, there are statutes that cover
the disciplinary and grievance procedures in an organisation.
These include dismissal and the termination of employment.

Grievance Settlement Authorities
Chapter II – B containing section 9 – C  has been inserted in the
ID ACT 1947 by the Industrial Disputes (Amendment) Act
1982.  Section 9 – C provides for reference of certain individual
disputes to Grievance settlement Authorities.
Employer in relation to every industrial establishment in which
50 or more workmen are employed or have been employed on
any day during the preceding twelve months, shall set up a
grievance settlement authority for the settlement of I. D.

connected with an individual workman employed in the
establishment Rules are to be framed for this purpose under
the act [See 9 – C (i)].  In case of such a dispute it may be
referred to the grievance settlement authority either by the
workman himself or by the T.U. of which the workman is a
member [ Sec 9 C (2)].
The Grievance settlement authority shall follow the prescribed
procedure and complete the proceedings with in the prescribed
period [Sec 9-C (3)].  No reference shall be made under Chapter
– III with respect to any such dispute unless it has been first
referred t the grievance settlement authority and the decision of
such authority is not acceptable to any of the parties to the
dispute [Sec 9 – C (4)].
The object of setting up grievance settlement authority is to
experiment a new means for redress of individual disputes.
The voluntary arrangement for setting disputes has not become
effective.  Thus their has been obligatory in an industrial
establishment employing 100 or more workmen to set up a
time bound grievance redressal procedure (See Statement of
objects and reasons).
The grievance settlement authority is to occupy to a certain
extent the domain of domestic enquiry which is also to be set
up by the employer.  Statement of objects and Reasons of the
I. D. (Amendment Act  1982) 2 (iii).  A model grievance
redressal procedure had been commended for adoption.  But
this voluntary arrangement has not proved effective.  It is
therefore, proposed to make it obligatory for every industrial
establishment employing 100 or more workmen to set up a
time bound grievance redressal procedure.

Termination of Employment
The Employment Rights Act 1996 lays down minimum
periods of notice for both employer and employee. A contract
of employment may not permit either side to give less than the
minimum period of notice. However, either party may waive
his right to notice or take a payment in lieu, and the Act does
not affect the right to terminate a contract without notice in the
event of gross misconduct.
The contract of employment may be terminated by either party
for any reason or for no reason upon giving notice of a
reasonable length, unless the contract is one for a fixed term or
unless it specifically restricts the reason for which it may be
terminated.
At common law either party may lawfully terminate the contract
summarily, eg sacking without giving any notice, if the other
party has committed a serious breach of the contract. The
general principle justifying summary dismissal is that the
employee’s conduct prevents further satisfactory continuance of
the employer-employee relationship, eg misconduct including
disobedience, insolence and rudeness, committing a criminal act
such as stealing, or causing injury through practical jokes.

Dismissal
Dismissal is the ultimate sanction in any disciplinary procedure.
However, dismissals occur most frequently in’ the form of
redundancy. Statistics published by the Department of Em-
ployment list the major reasons for dismissal as redundancy,
sickness, unsuitability and misconduct in that order. Legislation
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in Britain during the 1970s, notably the Industrial Relations Act
1971, the Trades Unions and Labour Relations Act 1974 and the
Employment Protection. Act 1975; the Employment Protection
(Consolidation) Act 1978 and now the Employment Rights Act
1996, makes it a difficult and costly business to dismiss
employees because of the provisions for employees to challenge
the employer’s decision. However, in recent statistics published
by the Department of Employment it was revealed that only a
proportion of cases of unfair -dismissal actually reach industrial
tribunals; the majority are dealt with by some form of concilia-
tion and arbitration.

Dismissal May be Fair Or Unfair:

Fair dismissal  - there is a statutory obligation for an employer
to show that a dismissal is fair. In this case a dismissal is fair if
it is related to:
(a) A lack of capability or qualifications - where the
employee lacks the qualifications, skill, aptitude or health to do
the job properly. However, in all cases the employee must be
given the opportunity to improve the position or in the case of
health be considered for alternative employment.
(b) Misconduct includes the refusal to obey lawful and
reasonable instructions, absenteeism, insubordination over a
period of time and some criminal action. In the last case, the
criminal action should relate directly to the job; it can only be
grounds for dismissal if the result of the criminal action will
affect the work in some way.
(c) A statutory bar occurs when employees cannot pursue their
normal duties without breaking the law, eg drivers who have
been banned.
Unfair dismissal  - in all cases there are two stages of proof.
Firstly, the circumstances that represent fair grounds for
dismissal must be established, and secondly, the tribunal must
decide whether dismissal is fair in the circumstances of the case
in question.
For dismissal, to  be automatically unfair, it must be for one of
the following reasons.
(a) Trade union membership or non-membership
(b) Pregnancy
(c) Sex or race discrimination
(d) Revelation of a non-relevant spent conviction

Provisions for Unfair Dismissal
Where employees feel that they have been unfairly dismissed
they have the right to take their case to the industrial tribunal.
The tribunal will normally refer the case to ACAS (Advisory
Conciliation and Arbitration Service) in the hope of gaining an
amicab1e settlement. The possible solutions or remedies for
unfair dismissal include:
(a) Withdrawal of notice by the employer. This is the
preferred remedy as stated in the Employment Rights Act.
(b) Reinstatement (order of industrial tribunal) - this treats
the employee as though he or she had never been dismissed.
The employee is taken back, to his old job with no loss of
earnings and privileges.

(c) Re-engagement (order of industrial tribunal) - the
employee is offered a different job in the organisation and loses
continuity- of service. Both reinstatement and re-engagement
were provisions introduced by the Employment Protection Act
1975.
(d) Compensation (order of industrial tribunal) - if an
employer refuses to re-employ then the employee receives
compensation made up of a penalty award of 13-26 weeks’ pay
(more in the case of discrimination), a payment equivalent to
the redundancy entitlement and an award to compensate for
loss of earnings, pension rights and so on. Some form of
compensation may also be appropriate in cases of reinstatement
and re-engagement.

Review Questions:

1. Define the term Grievance.  How would you try to uncover
Grievances?

2. Discuss the Model Grievance procedure that is applicable
for India.  What are the essential pre-requisites of a
grievance procedure?
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Review
Questions:

1) Define the term Grievance.  How would you try to uncover
Grievances?

2) Discuss the Model Grievance procedure that is applicable
for India. What are the essential pre-requisites of a
grievance procedure?

Disciplinary and grievance 
procedures

Grievance and Grievance 
Resolution

GrievanceGrievance
“It occurs when an individual

thinks that he is being wrongly treated 
by his colleagues or supervisor;
perhaps he or she is being picked on, 
unfairly appraised in his annual report, 
unfairly blocked for promotion or
discriminated against on grounds of
race or sex.”
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Grievance (contd.)
It is simply a complaint which has been 

formally presented in writing, to a
management representative or a union
official.  But for the most people, the word 
“grievance” suggests a complaint that has 
been ignored, overridden or dismissed
without due consideration.

Grievance

Dissatisfaction and Complaint

Dissatisfaction:     maybe defined as anything 
that disturbs an employee, whether or nor such 
unrest is expressed in word e.g. engineers and 
technicians may be upset because they are 
suddenly instructed to observe regular hours

Complaint: It is a spoken or written
dissatisfaction, brought to the attention of the
supervisor and the union leader.  The complaint 
may or may not specially assign a cause for
dissatisfaction e.g. “four times this morning I
have had to chase around looking for the pliers”.
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Causes of Employee Grievances

� Amenities
� Promotions
� Continuity of Service
� Fine
� Nature of Job
� Compensation
� Payments
� Continuity of work
� Safety Environment
� Disciplinary action

Effects of Grievance
� Frustration
� Alienation
� De-motivation
� Slackness
� Low Productivity
� Increase in Wastage & Costs
� Absenteeism
� In discipline
� Labour unrest

Grievance procedures

Formal grievance procedures, like 
disciplinary procedures, should be set out in 
writing and made available to all staff. 

Steps to Handle Grievances

� Let the Employee Talk
� Check the Facts
� Give the Employee a clear picture.
� Follow Through
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Grievance interviews
“The dynamics of a grievance interview are broadly similar to a 

disciplinary interview, except that it is the subordinate who 
primarily wants a positive result from it. Prior to the interview, the 

manager should have some idea of the complaint and its possible 
source.”

The meeting itself can then proceed through 
three phases

� Exploration. What is the problem: the 
background, the facts and the causes.

� Consideration: The manager should check
the facts, analyze the causes, Evaluate 
options for responding to the complaint, and 
the implication of any response made.

� Reply : The outcome (agreed or disagreed) 
should be recorded in writing.

Grievance Settlement Authorities

Chapter II – B containing section 9 – C  has been 
inserted in the ID ACT 1947 by the Industrial Disputes 
(Amendment) Act 1982.  Section 9 – C provides for 
reference of certain individual disputes to Grievance 
settlement Authorities.
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Conclusion
by Rama Krishna Originally published in dqindia.com, 17
October, 2002.
Dear students, we conclude our discussions on managing
people by this following excerpt by Rama Krishna. It is
presented as follows, happy reading.
• Mingle with the employees, stop and talk to them... Most
important, listen to what they have to say. For that’s how
you can get the best out of your people. Every
day, organizations struggle to find additional means of gaining
competitive advantage. Products can be copied, promotional
campaigns can be mimicked, and even technological innovations
can be imitated. The only real source of sustainable competitive
advantage for an organization is the power of its people.HR is
fast shifting from being activity-based to playing a strategic role.
It is time HR learnt from the business side, donned the intra-
preneurial hat and captured imagination, to garner mindshare as
well as internal customer loyalty. We need to view people not as
mere resources but as assets/capital. This fresh perspective
brings forth the need for a human capital strategy.Capital is
typically defined as produced commodities, which are used in
the production of other goods and services.

Every organization needs this ‘talent’. So, how do we inspire
them to apply or even consider what we have to offer? They
would, most of the time, not even look at a single advertise-
ment, except maybe for a cursory glance.

Human Capital is defined as the aggregation of the innate
abilities and the knowledge and skills that individuals acquire
and develop throughout their lifetime. The former represents a
potential, which is received free of cost by individuals (and
organizations as a whole), while the latter is the actualization of
this potential mostly through individual efforts involving a
cost.Both components enhance the productivity of individuals
in the production of goods, services and ideas within market as
well as non-market environments.
The elements of human capital: Employer branding The
war for talent is every recruiter’s nightmare. And winning wars is
about planning and strategy. As organizations spend huge
amounts of money running advertisements and conducting
interviews, doesn’t that mean we are interviewing similar
candidates? And are these the right kind of candidates? The
one’s who are doing good work, are well recognised and are
comfortably working in good companies.Every organization
needs this ‘talent’. So, how do we inspire them to apply or even
consider what we have to offer? They would, most of the time,
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not even look at a single advertisement, except maybe for a
cursory glance. Employer branding is one of the essentials of a
well-thought-out Human Capital Strategy. The exercise need
not require truckloads of money, but some innovative thinking.
Induction Now you have the employee you wanted. He’s
joined the organization. This is the time for you to consum-
mate the alliance and build the real relationship. Induction is the
time to set up expectations and capture critical potential
indicators.
Good induction program: A good induction program is
about communication. Treat the new recruit with respect and as
a mature and responsible individual. Welcome him and make
sure that he is comfortable. Introduce him to all relevant people
individually.
Undersell the organization: The induction program is the
time to manage the inductees’ expectations. Undersell the
organization and make the presentations as professional and
business like as possible. The expectations you set here will
come back to haunt you later.
Lay down the organization’s expectations: This is also the
time for you to lay down your expectations in terms of
performance, professionalism and other values you want to
espouse.
Clarity on organization values and policies: Walk the
inductee through every policy and rules manual, this will help
him know the organization better and not feel lost once he goes
to work.
Lay down the PMS system: Clearly enunciate your Perfor-
mance Management System. It is very critical for an employee to
know what is expected out of him and what the performance
parameters are.Also invest in soft skill programs (preferably in-
house to get the right flavor). It shows an inductee the focus of
your organization’s way of doing things. i.e. communication
and team building.
Buddy scheme: Design a Buddy or Mentoring scheme (they are
two distinct approaches) to help assimilate the new inductee
into your organization smoothly.The induction program is the
time to manage the inductees’ expectations. Undersell the
organization and make the presentations as professional and
business like as possible. The expectations you set here will
come back to haunt you later.
Maintenance and motivationMaintenance and motivation
form the bulk of HR activity today. An activity that is most
central to our success as a people oriented organization. Your
recruit is now on the job and is face to face with your world.
Your relationship with your employees has begun and the
analogy again is to a good marriage. There will be differences of
opinion and arguments too. The success of this association will
be judged by the ability of HR to keep the employee engaged.
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Keep in touch: This is one of the basic management mantras
for high motivational levels and employee satisfaction on
various issues. Keep in touch with your people. Be aware of
not just birthdays or anniversaries, but more importantly of the
family and important events like graduation dates, any illnesses
and so on. Employees’ performance and outlook on the job is
a combination of all factors professional and personal. To do
your job effectively, you need to be aware of all that affects your
people. Your proactive initiative shall gradually develop into
trust and that is the key to your employees staying with you.
Manage by wandering around.
Map individual growth to organizational growth: Let the
employee know how he grows when the company grows. And
to make the company grow and fill up new positions, he has to
grow and add value to himself. It’s a self-explanatory matrix.
Partner with line functions: HR can never succeed in isolated
silos. One has to climb down from the ivory towers and
integrate with the line function and become partners to the
business in every sense of the word.
Uphold and educate leadership: This is the trickiest part.
Always support leadership in the public discussions to uphold
the organizational fabric, at the same time do not hesitate to
educate the leadership if you need to in the larger interest of the
organization.
Make the employee feel important: Keep track of his
achievements and personally recognize his work whenever you
can, in formal as well as informal discussions.
Take interest in his work: Go down to his workstation and
try to understand what he is doing. The more interest you take
in your people’s work the closer they shall come to you and
open up.
Recognize contributions: Celebrate any exceptional contribu-
tion in a big way. A transparent and objective reward and
recognition scheme is a sure way of motivating an employee.
Empower employees, ensure cross-functional participation:
Let the employees participate in shared activities like organizing
monthly parties, festival parties, picnics, sports events, pantry
committee, new office furnishings, etc. This makes employees
feel like a part of the decision making process and the organiza-
tion gets new perspectives. They will in turn be more receptive
and less critical of such initiatives.
Encourage bonding: Encourage unofficial/informal events to
create relationships. Involve their families in functions.
Provide learning and growth opportunities: Train for
growth and overall personality development. An employer who
cares for people is creating assets, which will add to his wealth
creation.
Meritocracy: It’s about survival of the fittest and rewarding
the better. Typically, 10-15 % of any organization comprises star
performers (essential for growth), another 40-50% core workers
(essential for stability and deliveries), next 15-30% drifters (just
around; will do; need counseling to shape up) and the balance
15-25% dead wood (eating into your productivity). To promote
meritocracy in your organizations you should “Reward the
stars”, “Recognize the core”, “Counsel the drifters” and “Fire
the dead wood”.”Typically, 10-15 % of any organization

comprises star performers (essential for growth), another 40-
50% core workers (essential for stability and deliveries), next
15-30% drifters (just around; will do; need counseling to shape
up) and the balance 15-25% dead wood (eating into your
productivity). To promote meritocracy in your organizations
you should “Reward the stars”, “Recognize the core”, “Counsel
the drifters” and “Fire the dead wood”.”
Leave Space for Vertical Growth: Never hire an immediate
supervisor for an existing employee who can fill the vacancy in
up to 6-9 months (Potential Mapping) – Keep updated
potential appraisals. For every vacancy, evaluate if you have
someone internally who can take up the position.
Career mapping and succession planning: Let each employee
know how his career can shape up with you. Show him the
growth path but no rash or undeliverable promises. Focus on
lateral movements along with vertical and educate your people.
Know your larger family (employees’ family): It is very
important for you to know and involve your employees’
extended family.
Work-life balance: Helping employees find the right balance
shall help them adjust better and result in enhanced productiv-
ity.
Employee communicationEmployee communication is the
most important ingredient in the Human Capital Strategy, and
this is the place where most half-baked strategies come unstuck.
Remember the rules of communication and make full efforts
for closing the communication loop at all times. It’s your
responsibility as an HR professional. It is also very important
for the organization to speak in one voice at all times.
Communication to be responsible and measured at all
times: Listen, assimilate and respond. Be clear in what you are
trying to say and think well before you communicate anything.
Also, have different communication strategies for different
groups of people.
Identify influencers of your organization: Use them
effectively to convey independent communications. They are
important in your communication chain.
Have clear 2-3 yrs strategies in place: Your long-term
strategy will provide an edge to your communication. Lack of
conviction in communication is the biggest folly you can make.
Show a future objectively: Do not over promise but remem-
ber positive propaganda helps and is an effective wartime tool.
Say you are the best again and again and you’ll believe you are
the best.
Encourage feedback, draw people out of their shells:
People will not come to you on their own, take the initiative to
reach out to them. It is very important to do this exercise with
each employee. It is important to gain your people’s trust.
HR to spend at least 30 min with each employee every
quarter: Use a formal structure of feedback capturing to ensure
you don’t leave out anyone and anything.
Be honest and transparent, yet no loose words: Say you can’t
answer rather than giving a story which you can’t substantiate.
People will respect you for that.



297

Do what you say; do it as of yesterday: Tomorrow you will
forget what you said, but people will remember it for a long
time.”Study some of the best practices around and implement
whatever you can with some creativity. Remember not all best
practices will suit any organization. Things like flexi-time and
promotions from within are easy to implement.”
Build trust; start with “smaller trusts” and build on them:
Always protect the trust placed with you, even when escalating
issues upwards.
Aim at developing commitment and trust’. And always
communicate with CONVICTION. Believe in what you say, for
others to believe you.
FamilyThe essence of a Good Human Capital Strategy aims at
creating an environment and a great employee value proposition
that is in tune with your organization’s people philosophy.
When the organization is successfully able to convey the
message that it cares for employees is when you have reached
your destination.The net result? A world-class working
environment that motivates and propels people to work better
and stay on.
Candidate’s envy, company’s prideSeveral factors affect the
candidates’ perception of future employers. Here’s what
companies need to do:
Best practices: Study some of the best practices around and
implement whatever you can with some creativity. Remember
not all best practices will suit any organization. Things like flexi-
time and promotions from within are easy to implement.
Public relations: Network, with fellow professionals, in
various meets and even with the candidates not found suitable
at a given point of time. Word of mouth will do the organiza-
tion a lot of good. Also, candidates trust word of mouth and
references more than the advertisements.
Use innovative recruitment tools: In the information age, do
not limit the approaches. Explore all avenues to reach out to the
candidate one needs. Use print advertisments, Web services and
even e- mailers. The more the candidate sees the organization’s
name, the more curious he’ll be to know about you and make
the first contact, which is essential to start an active engagement.
Make a dapper presentation: Aggressively sell the organiza-
tion; remember the P’s of marketing as detailed by ‘Kotler’.
Identify the USP (unique selling proposition) of your organiza-
tion and build up a story line on the same. If you can afford it,
involve some Corporate Communications agency to help you
out. Create a smart corporate presentation and utilize the same
to optimum by running a kiosk/Powerpoint show while
candidates are waiting.
Good treatment to prospective candidates: Give them respect
and treat them well. A candidate never forgets good treatment
and will regard your organization as progressive. Never make
the candidate wait for more than 15 minutes if you can help it.
Avoid calling the candidate to your office more than 3 times.
Many candidates drop out on account of this. Close the loop
fast to ensnare (Aha!!) the candidate before he loses interest.
And Bingo, you have talent eating out of your hand.

Build a great top layer: Organizations are dependent on
leadership for their success. Get the best leaders you can for your
top level. Go for high drive and initiative profiles.
About the author: Rama Krishna is working as senior human
resources executive at Tata Consultancy Services. The views
expressed in this article are his own and not necessarily those of
his company.
All the best in all your endeavors in life!!!
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