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UNIT I 

 

UNIT-1.1 MANAGERIAL SYSTEMS AND PROCESSES 

 

Objectives- After studying this unit you will be able to understand managerial systems 

followed in the organisation. The study envisages the following: 

Management as science and art. 

Application of management to organisational systems 

Management as a tool to develop knowledge and personal skills 

Application of authority and responsibility. 

Understanding of use of authority along over the subordinates 

Structure 

1.1 Introduction 

1.2 Management as Science  

1.3 Management as an Art. 

1.4 Relationship between Authority, Responsibility and Accountability 

1.5 Centralization and decentralisation 

1.6 Summary 

1.7 Key words 

1.8 Check your progress 

1.9 Further reading 

 

1.1 INTRODUCTION 

 

In this section we will study various managerial systems, processes and how management 

as a field of study has progressed. Management is a field that is universal and business 

can only be managed if we have excellent management executives who can plan and 

produce various products and provide best services to the society. The basic job of 

industry is to provide products and services that that the society needs. Management has a 

responsibility towards the society, customers, and employees and to the investors. 
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Everything needs to be planned right from the beginning. Each of the tasks is required to 

be delegated and top management take decisions with the consultation of employees and 

the managerial staff. 

 

1.2 MANAGEMENT AS SCIENCE  

Science is a systematic body of knowledge pertaining to a specific field of study that 

contains general facts which explains a phenomenon. It establishes cause and effect 

relationship between two or more variables and underlines the principles governing their 

relationship. These principles are developed through scientific method of observation and 

verification through testing. Management is practicing the same and is therefore 

considered as science. Scientific principles are applicable to the field of management are 

as under: 

Universally acceptance principles: Scientific principles represent basic truth about a 

particular field of enquiry. These principles may be applied in all situations, at all time & 

at all places. E.g. - law of gravitation which can be applied in all countries irrespective of 

the time. Management also contains some fundamental principles which can be applied 

universally like the Principle of Unity of Command i.e. one man, one boss. This principle 

is applicable to all type of organization - business or non business. 

Experimentation and Observation:  Scientific principles are derived through scientific 

investigation and researching i.e. they are based on logic eg. the principle that earth goes 

round the sun has been scientifically proved. Management principles are also based on 

scientific enquiry and observation as experimented by Henry Fayol. They have been 

developed through experiments and practical experiences of large number of managers. 

For example it has been observed that fair remuneration promotes satisfied and 

productive workers. Hence management is science. 

Cause and Effect Relationship: Principles of science lay down cause and effect 

relationship between various variables. When metals are heated, they are expanded. The 

cause is heating and the result is expansion. The same is true for management like. lack 

of parity (balance) between authority and responsibility will lead to ineffectiveness. If 

you know the cause i.e. lack of balance, the effect can be ascertained easily 
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(ineffectiveness). Similarly if workers are given bonus and fair wages they will work hard 

and produce better results. 

Test of Validity and Predictability: Validity of scientific principles can be tested at any 

time or any number of times i.e. they stand the test of time. Each time these tests will 

give identical results. Moreover future events can be predicted with reasonable amount of 

accuracy by using scientific principles in managing various resources. Principles of 

management can also be tested for validity like principle of unity of command can be 

tested by comparing two persons - one having single boss and one having two bosses. 

The performance of 1st person will be better than the second. 

1.3 MANAGEMENT AS AN ART 

It can not be denied that management has a systematic body of knowledge but it is not as 

exact as that of other physical sciences like biology, physics, and chemistry etc. The main 

reason for the inexactness of science of management is that it deals with human beings 

and it is very difficult to predict their behavior accurately. It is a social process; therefore 

it falls in the area of social sciences. Management is a flexible science and that is why its 

theories and principles may produce different results at different times. Ernest Dale has 

called it as a Soft Science. Art implies application of knowledge and skills to achieve 

desired results to various management issues. An art may be defined as personalized 

application of general theoretical principles for achieving best possible results. Art has 

the following characters - 

Practical Knowledge: Every art requires practical knowledge therefore learning of theory 

is not sufficient. It is very important to know practical application of theoretical 

principles. Good painter not only knows different colour and brushes but also knows 

different designs, dimensions, situations etc to use them appropriately. This has been 

developed by him by putting sustained practical knowledge. A manager can never be 

successful just by obtaining degree or diploma in management; he must also know how to 

apply various management principles in real life situations by functioning with peer 

group. 

Personal Skill: Although theoretical base may be same for every artist, but each one has 

his own style and approach towards his job. That is why the level of success and quality 

of performance differs from one person to another. There are several qualified painters 
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but M.F. Hussain is recognised for his style. Similarly management as an art is also 

personalized in nature. Every manager has his own way of managing resources based on 

his knowledge, experience and personality, that is why some managers are known as 

successful managers (like Aditya Birla, Rahul Bajaj) whereas others are not as prominent 

as those mentioned above). 

Creativity: Every artist has an element of creativity in him. That is why he aims at 

producing something that has never existed before. It requires combination of intelligence 

and imagination. Management is also creative in nature like any other art. It combines 

human and non-human resources in useful way so as to achieve desired results. It tries to 

produce sweet music (product) by combining various cords (resources) in an efficient 

manner.  

Perfection through practice: Practice makes a man perfect. Every artist becomes more 

and more proficient through constant practice. Similarly managers learn through an art of 

trial and error initially but application of management principles over the years makes 

them perfect in the job of managing.  

Goal-Oriented: Every art is result oriented as it seeks to achieve concrete results. In the 

same manner, management is also directed towards accomplishment of pre-determined 

goals. Managers use various resources like men, money, material, machinery and 

methods to promote an organization.  

Thus, we can say that management is an art therefore it requires application of certain 

principles It is an art of higher order because it deals with the attitude and behavior of 

people at work towards achieving desired goals It is considered as a science because it 

has an organized body of knowledge that contains certain universal truth. It is called an 

art because managing requires certain skills, which are personal possessions of managers. 

Science provides the knowledge and art deals with the application of knowledge and 

skills towards human resources. Management is both Science and Art as explained above.  

 

1.4 RELATIONSHIP BETWEEN AUTHORITY, RESPONSIBILITY 

AND ACCOUNTABILITY 

1.4.1 Authority: Power of a person determines the authority in terms of allocation of 

resources efficiently, to take decisions and to give orders so as to achieve the 
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organizational objectives. Authority of a manager therefore must be well-defined. All 

people who have the authority should know what is the scope of their authority and they 

shouldn‘t miss use it. Authority is the right to give commands, orders and get the things 

done. The top level management has full authority. Authority always flows from top to 

bottom. It explains how a superior gets work done from his subordinate by clearly 

explaining what is expected of him and how he should go about it. Authority should be 

accompanied with an equal amount of responsibility. Delegating the authority to someone 

else doesn‘t imply escaping from accountability. Accountability still rest with the person 

having the authority. 

1.4.2 Responsibility: Responsibility is the duty of the person to complete the task 

assigned to him. A person who is given the responsibility should ensure that he 

accomplishes the tasks assigned to him. If the tasks for which he was held responsible are 

not completed, then he should not give explanations or excuses. Responsibility without 

adequate authority leads to discontent and dissatisfaction among the person. 

Responsibility flows from bottom to top. The middle level and lower level managers 

holds more responsibility. The person held responsible for a job is answerable for it. If he 

performs the tasks assigned as expected, he is bound for praises 

1.4.3 Accountability: Accountability means giving explanations for any variance in the 

actual performance from the expectations set. Accountability can not be delegated. For 

example, if ‘A‘ is given a task with sufficient authority, and ‘A‘ delegates this task to B 

and asks him to ensure that task is done well, responsibility rest with ‘B‘, but 

accountability still rest with ‘A‘. The top level management is most accountable. Being 

accountable means being innovative as the person will think beyond his scope of job. 

Accountability, in short, means being answerable for the end result. Accountability can‘t 

be escaped. It arises from responsibility. 

Therefore every manager i.e., the delegator has to follow a system to finish up the 

delegation process. Equally important is the delegatee‘s role, which means his 

responsibility and accountability is attached with the authority. Relationship between 

Authority and Responsibility while accountability is the obligation of individual to carry 

out his duties as per standards of performance Authority flows from the superiors to 

subordinates and instructions are given to subordinates to complete the task. It is only 
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through authority, a manager exercises control. In a way through exercising the control 

the superior is demanding accountability from subordinates. If the marketing manager  

directs the sales supervisor for 50 units of sale to be undertaken in a month. If the above 

standards are not accomplished, it is the marketing manager who will be accountable to 

the chief executive officer. Therefore, we can say that authority flows from top to bottom 

and responsibility flows from bottom to top. Accountability is a result of responsibility 

and responsibility is result of authority. Therefore, for every authority an equal 

accountability is attached. Authority is the legal right of person or superior to command 

his subordinates 

DIFFERENCES BETWEEN AUTHORITY AND RESPONSIBILITY    

              

 

                                       

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

FIG NO. 1.1. 

 

Authority                    Responsibility 

It is the legal right of a person or a 

superior to command his 

subordinates. 

It is the obligation of 

subordinate to perform the 

work assigned to him. 

Authority is attached to the 

position of a superior in concern. 

Responsibility arises out of 

superior-subordinate 

relationship in which 

subordinate agrees to carry out 

duty given to him. 

Authority can be delegated by a 

superior to a subordinate 

Responsibility cannot be 

shifted and is absolute 

It flows from top to bottom. It flows from bottom to top. 
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 1.5 Centralization and decentralisation 

Centralization is said to be a process where the concentration of decision making is in a 

few hands. All the important decision and actions at the lower level are subject to the 

approval of top management. According to Allen, ―Centralization‖ is the systematic and 

consistent reservation of authority at central points in the organization. The implication of 

centralization are: 

 

Reservation of decision making power at top level.  

Reservation of operating authority with the middle level managers.  

Reservation of operations at lower level at the directions of the top level.  

Under centralization, the important and key decisions are taken by the top management 

and the other levels implement it as per the directions of top level. For example, in a 

business concern, the CEO on behalf the owners decide about the important matters and 

the rest of functions like product, finance, marketing, personnel, are carried out by the 

department heads as per the policy laid down. Decision making power remains in the 

hands of the top management. 

On the other hand, Decentralization is a systematic delegation of authority at all levels of 

management through out the organization. In a decentralization concern, authority in 

retained by the top management for taking major decisions and framing policies 

concerning the whole organisation. Rest of the authority may be delegated to the middle 

level and lower level of management. The degree of centralization and decentralization 

will depend upon the amount of authority delegated to the lowest level. According to 

Allen, ―Decentralisation refers to the systematic effort to delegate to the lowest level the 

authority except that can be controlled and exercised at central points. Decentralization is 

not the same as delegation. In fact, decentralization is all extension of delegation. 

Decentralization pattern is wider is scope and the authorities are diffused to the lowest 

level of management. Delegation of authority is a complete process and takes place from 

one person to another. While decentralization is complete only when fullest possible 

delegation has taken place. For example, the general manager of a company is 

http://www.managementstudyguide.com/management_levels.htm
http://www.managementstudyguide.com/management_levels.htm
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responsible for receiving the leave application for the whole of the concern. The general 

manager delegates this work to the personnel manager who is now responsible for 

receiving the leave applicants. In this situation delegation of authority has taken place. 

On the other hand, on the request of the personnel manager, if the general manager 

delegates this power to all the departmental heads at all level, in this situation 

decentralization has taken place. There is a saying that ―Everything that increasing the 

role of subordinates is decentralization and that decreases the role is centralization‖. 

Decentralisation is wider in scope and the subordinate‘s responsibility increase in this 

case. On the other hand, in delegation the managers remain answerable even for the acts 

of subordinates to their superiors. 

 

1.6 SUMMARY 

 

 

Management is both science and art. It is a tool to develop various processes and 

implement it for achievement of organisational objectives. Authority for important 

decisions remains with the top management. Middle level and the lower level managerial 

staff implement the policies laid down by the top management. Delegation of authority is 

very important in the organisation. Once the responsibility is delegated, it gives the 

delegator to concentrate on more important jobs; however the responsibility remains with 

the delegator. Centralisation and decentralisation is carried out to smoothen the 

functioning in the organisation. Decentralisation is necessary in the present environment 

to acquire speed in implementation of various tasks. Decentralisation is carried out based 

on the skill and ability of the person to whom the delegation is to be made. 

 

Key Words 

Authority 

Responsibility 

Accountability  

Centralisation  

Decentralization 
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 Self assessment exercise 

 

Q.1. Explain management as science and art 

Q.2. What is difference between authority, responsibility and accountability? 

 

 

Further Readings 

Mandal S. K., Management- Principles and practice, Jaico Publishing House, Mumbai, 

First Edition 2011. 

Kondalkar V.G., Organisational Behaviour, New Age  International Publishers, New 

Delhi. First Edition 2008.(Rprint) 

 

 

 

 

 

 

 

 1. 2 EVOLUTION OF MANAGEMENT THOUGHTS 

 

Objective: After studying this unit the students will be able to know  

How evolution in management has taken place. 

Contribution of various management scientists towards the Management Theory that one 

sees today 

The progression and the present management theories that are being practiced 
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Structure 

 

1.2.1 1ntroduction 

1.2.2 Bureaucracy 

1.2.3   Scientific management -Taylor 

1.2.4 Process management theory- Fayol 

1.2.5 General principles of management (14 principles) 

1.2.6 Neo-classical theories 

1.2.7 Need hierarchy theory-Abraham Maslow  

1.2.8 Modern management theories   

                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                           

1.2.1 INTRODUCTION 

 

As a consequence of industrial revolution in England during 18
th

 and 19
th

 centuries 

important inventions like lathe machine, power looms and spinning etc. were invented 

and used extensively. Therefore to manage the affairs of large industrial houses, modern 

management came into existence. This development has led to emergence of various 

schools of thoughts. Koonz called it as ‗management theory jungle. The diagrammatic 

layout of management thoughts as they evolved is given at Figure below: 
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Evolution of management thoughts 

  

 

 

          Classical theory                              neo-classical theory               modern management theory 

           (Three streams) 

Bureaucracy theory by                Human relations theory -       *Technical and quantitative 

sciences               

Weber (1900)                                      Mayo and                                                               offering 

quantitative decision  

 Roethlisberger                                                 -(1930)                * operations research 

 

 

Scientific management               behavioral science theory        * computer technology  

            Theory-Taylor (1910)        -Maslow and Mc Gregar              and IT. 

                                                                 (1940) 

Process management theory                                                                                                 

(Administrative theory)                                                               *Empowerment 

Fayol -(1910)                                                                               *Contingency Theory                             

                                                                                                    * System Approach to Management 

                                                                                         *TQM. 

                             Figure no. 1.2 Classification of management thoughts. 

 

 

 

1.2.2 BUREAUCRACY 

 

Max Weber (1864-1920) a German sociologist introduced the theory of Bureaucracy. His 

major contribution to the theory is the concept of authority structure and its inter-se 

relationship. Weber in his model of bureaucracy stated that there are three types of 

authority in any organisation. First, legal authority indicating that a person holds 
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authority based on legal position or a rank within the hierarchy. For example, a 

production manager in the industry or a battalion commander in the military organisation. 

Secondly, Traditional authority, employees obey a person because he comes from a 

traditionally recognized power holding family or a person belonging to a royal family. 

Lastly, charismatic authority, which indicates special power or an appeal that a leader 

possesses. 

1.     Elements of Bureaucracy 

 

Bureaucracy plays a vital role in business, government, education or any other large 

organisation. Though the bureaucratic model was suggested about 80 years ago but it still 

holds good. For ease of understanding, the structure of bureaucratic model is given in 

Figure below. 

 

 

 

 

 

 

 

 

 

 

 

 

 

                       Horizontal Specialization 

  

                                       Figure no. 1.3 Structure of bureaucracy 

2.      Features of bureaucracy: Salient points of the Bureaucratic model are as under:- 

Hierarchy of authority exists in the organisation, which involves superior-subordinate 

relationship and chain of command. 
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(b) Division of work based on competence and functional foremanship. 

(c) System of policy, rules, and regulations is necessary to regulate subordinate behaviour 

and to ensure rationality, objectivity, discipline and control.  

(d) In bureaucratic model, rule of law exists which leads to impersonal behaviour of 

employees. Relations are based on position in the hierarchy. 

(e) Weber suggests standardization of methods, systems, processes, job contents and tools 

for smooth operation. 

(f) Selection and promotion of employees should be based on competence.  

(g) Bureaucracy recognizes legal power derived from the official position held by an 

individual. 

  

1.2.3 SCIENTIFIC MANAGEMENT -TAYLOR 

 

Fredrick Winslow Taylor (1856-1915), Frank Gilberth his wife Lillan Gilberth and Henry 

Gantt have done pioneering work in the field of management  They evolved methods and 

techniques and transformed the field of management in which all works were to be done 

in the scientific way. Taylor‘s work was so unique that he eventually came to be known 

as the father of scientific management. Taylor joined Midvale steel company as a worker 

and later he was promoted as supervisor. While working, he completed post graduation in 

industrial engineering and subsequently joined Bethlehem Steel Company.  Salient points 

of scientific management propagated by Taylor are given as under: 

Effective use of human beings in industrial organizations particularly at the shop floor. 

He introduced various systems to improve the efficiency of workers. 

ii   Taylor stated that managing workforce is an art. He further defined managing as 

‗knowing exactly what you want men to do and then see that they do it the best and 

cheapest way‘ 

iii)  He standardized the work and introduced better methods of doing it. 

iv)   Time and motion study  

v) Introduction of differential piece- rate system of payment offering additional reward 

for production beyond the standard laid down. 

vi)   Functional foremanship, creating supervisor having direct authority over the workers 
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Features of Scientific Management 

1 Separation of Planning and doing:    Earlier entire work was done by workers. There 

were no separate teams for planning and executing the work. Taylor divided the entire 

work in to two parts namely planning and doing. It was the responsibility of supervisors 

to plan the work that an individual worker is required to do and ensure that the tools 

required by them are made available to them. 

 2 Functional foremanship:   Separation of planning from doing resulted in introduction 

of supervisory staff system, which could undertake planning work separately. This has 

led to introduction of functional foremanship though it went against the principle of unity 

of command. The entire work was divided into two parts i.e. planning and doing. 

Supervisors headed these departments. Each of the departments was further divided into 

four functional parts. Planning department therefore consisted of route clerk, instrument 

card clerk, time and cost clerk and disciplinarian. Supervisor ―doing‖ department had 

under him speed boss, inspector, and maintenance foreman and gang boss.                                                                

3   Job Analysis:   Taylor carried out intensive studies on time and motion about each job 

and incorporated such layout in the operations that involved least movement to the 

workers, minimum operation time and therefore less cost of production. He also carried 

out studies pertaining to fatigue and incorporated rest periods so that efficiency of the 

worker is increased. 

4   Standardization:   Taylor carried out job analysis and based on the analysis he 

standardized tools, instruments, period of work, amount of work each worker has to 

undertake, working conditions and cost of production. This type of improved work 

culture and working conditions brought revolution in the production units. 

5    Scientific selection and training of workers.   Workers selection should be carried 

out on scientific basis. Taylor suggested that workers should be given adequate training 

and work allotted based on their physical and technical aptitude. 

6. Financial incentives.:   Taylor was a visionary in his approach. He always balanced 

organizational responsibilities and worker‘s responsibilities towards the organization. In 

his approach he tried to introduce scientific way of doing a job and went in details as to 

how it could be improved at the same time keeping interests of the workers in mind. He 

introduced various methods to motivate workers by introducing differential piece- rate of 
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payment system. He fixed targets for each work and they were paid based on efficiency. 

Anybody who worked beyond the laid down target were paid higher rate of wages and 

any employee who could not meet allotted target was paid below the laid down rate. He 

also introduced various incentive systems in the organisation so that higher productivity 

was achieved. 

7      Economies.   Taylor insisted that internal economy must be ensured by each worker 

ensuring that there was no wastage in time and material while carrying out the job. 

Adequate care must be taken at all levels that the work was carried out as per the 

planning done by the supervisors. Organisations must ensure adequate profitability, 

which was necessary for survival he maintained. 

8 Mental revolutions.   Taylor was a firm believer that there must be sound relations 

between the management and the workers. All disputes should be resolved by mutual 

discussion within the organisation. Close supervision therefore was a part of supervisors 

job. Gang boss was responsible for the smooth flow of the work. Workers were provided 

necessary tools, instructions pertaining to the job, perfect work environment and advise 

when necessary. 

PRINCIPLES OF SCIENTIFIC MANAGEMENT 

1 Replacing Rule of Thumb with Science: Taylor introduced standardization, differential 

piece-rate of payment and carried out detailed work-study about each job in industry. He 

was the first engineer who separated planning and execution of work in the scientific way 

and allotted specific responsibilities to each of the persons involved in planning and 

doing. 

2 Harmony in Group Action   all work groups should work in harmony. They must 

develop the spirit of give and take.    

3 Co-operation   Taylor recommended ―co-operation among workers as against chaotic 

individualism. He insisted peace for war; replace suspicion to mutual confidence, friends 

for enemy‖. From this principles one can find out and imagine that there was a shadow of 

world war I prevailing at the time he carried out his work. He carried out tremendous 

work to put the organizations on scientific footing and evolved methods to develop 

harmonious relations among workers. 
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4 Maximum Output and development of workers:   Taylor was of the opinion that 

development of workers was central to improvement of productivity. He incorporated 

Gantt graphics in industrial operations. He disliked estimation and insisted precision in 

measuring the job. Work of Taylor brought near revolution in management and therefore 

was called the father of Scientific Management 

Taylor described scientific management as under: 

“Science not rule of thumb. Harmony not discord. Co-operation, not individualism. 

Maximum output, in place of restricted out put. The development of each man to his 

greatest efficiency and prosperity.‖ 

 

 

 

1.2.4 PROCESS MANAGEMENT THEORY- FAYOL 

 

The real father of modern management theory is the French industrialist Henry Fayol. His 

contribution is generally termed as process management and administrative management. 

Fayol looked at the problems from the top management point of view. He has used the 

term „administration‘ instead of management emphasising that there is unity of science of 

administration. This administrative science can be applied equally well to public and 

private affairs. Therefore, management is a universal phenomenon. However he has 

emphasized that principles of management are flexible and not absolute and are usable 

regardless of changing and special conditions. 

Industrial Activities     

Fayol found that activities of an industrial organisation could be divided into six groups 

1   Technical – relating to production and maintenance 

2   Commercial – buying, selling and exchange. 

3   Financial  – search for capital and its optimum utilization. 

4   Security  – protection of property and human beings 

5   Accounting  – accounting of stores and equipment. Statistics is also covered under 

accounting. 
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6   Managerial – activities include planning, organizing, commanding, coordinating and 

control.    

2.2.5 General principles of management (14 principles) 

 In order to develop managerial knowledge, he developed principles of management. 

These are given below  

i Division of Labour:   Fayol recommended that work of all types must be sub-divided 

and allotted to number of persons. Sub-division makes each task simpler and results in 

greater efficiency. 

 ii.   Parity of authority and responsibility:   Authority refers to the right of a superior 

to give orders to subordinates, take decisions on specified matter, use the sources of 

organisation. Responsibility on the other hand includes obligation with respect to the 

performance and achieving goals in a satisfactory manner. This principle suggests that 

giving authority without corresponding   responsibility leads to arbitrary and unmindful 

use of authority. Authority relates to the power an individual acquire by virtue of his 

official position. Personal authority can also be derived from intelligence, moral worth 

and past experience of an individual. 

iii   Discipline:   In the context of management means obedience, proper conduct in 

relation to others and complying with the rules and regulations of the organization. 

Smooth functioning needs discipline. Discipline is also self-imposed in relation to the 

work environment. If an individual does not display adequate self-discipline and if it has 

an adverse impact on the work then he should be warned, suspended, demoted or even 

dismissed depending upon the gravity of the indiscipline. 

iv    Unity of command    This principle states that subordinate should receive orders and   

be accountable to one and only one superior. It is necessary for stability, orderly     

functioning of the organisation and accountability   

v      Unity of direction    According to this principle, the efforts of all the members of 

the organisation should be directed towards common goals. The principle seeks to ensure 

unity of action, coordination of strength and focusing of effects. Eg – Production 

department should have a single plane and all must work to achieve specified goals in 

terms of quality and quantity. 
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vi     Subordination of individual to general interest:     what is in the interest of the 

organisation as a whole must take precedence over the interest of individuals. The efforts 

should be to bring about convergence of general and individual interest. Organisational 

interests are common to all employees. These should above the individual interests. All 

the employees must set an example and be fair in their dealings. All supervisory staff 

must be vigilant and carry out supervision of assigned job religiously. 

vii     Fair remuneration to employee    Remuneration of employee should be fair and 

reasonable. It should be decided on the basis of work assigned, cost of living, financial 

and position of business  He recommends profit sharing by managers and not by workers. 

Fayol recommends non-financial incentives for workers. 

viii     Centralisation and decentralisation:       Centralization means the concentration 

of all powers at the top level of management and decentralization means the authority or 

the power is shared by middle as well as low level of management. Degree of 

centralization and decentralization depends upon the size of the organisation, experience 

of the superiors and ability of subordinates. 

ix Scalar chain: Fayol defines scalar chain as the chain of superiors ranging from the top 

management to the lowest rank. The chain also determines the line of authority. The 

principle suggests that there should be a clear line of authority from top to bottom linking 

managers at all levels. It is a chain of command as well as communication.                                 

x Order:  The principle is concerned with arrangement of things and placement of 

people. Arrangement of things---material order and and arrangement of people---social 

order. The people should be assigned specific places of work and they should be 

available there and things should be kept at allotted places. 

xi    Equity:   means that similar treatment is assigned to people at similar positions. For 

example workers performing similar jobs should be paid the same wages. The 

performance should be judged on the same basis for the same category of employees. 

Equity is combination of justice and kindness. Equity is treatment to subordinates by their 

superiors and an exemplary behaviour. It brings loyalty in the organisation. It requires 

good sense, good nature and devotion to duty. 

xii Stability of tenure of personnel:  Employees should not be moved from their 

positions frequently. Period of service in a position should be fixed. The individual 
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should not be transferred often as it takes time to settle down in the new appointment. It 

does not mean that when an employee is due for promotion and a vacancy exists at a new 

place, should not be transferred. Individual interests must have priority over the other 

aspects of the organisation.  

xiii   Initiative: Employees at all levels should be allowed to take initiative in work 

related matters. Initiative means eagerness to initiate action without being asked to do so. 

However it does not imply freedom to whatever people like to do. Initiative increases 

zeal and energy. 

xiv   Esprit de corps:   It refers to team-spirit that is harmony in work group and mutual 

understanding among workers. Managers must take steps to develop a sense of belonging 

among the members of the work group. If there is team-spirit then everyone comes 

forward to help each other. It must be remembered that ‗union is strength‘. Written 

explanation from erring member complicates matter and all issues should be resolved 

verbally. 

 

1.2.5 NEO-CLASSICAL THEORIES 

  

Human Relations Era 

Human relations era started in 1930 onwards. It was a movement spearheaded by Elton 

Mayo. The essence of the movement was the belief that the key to higher productivity 

was employee satisfaction. Dale Carnegie, Abraham Maslow and Douglas McGregor also 

made the contribution to above philosophy. In this section we will briefly study the 

contributions made by these scientists. 

Hawthorne Studies 

Hawthorne studies were initially sponsored by National research council at the Western 

electric company‘s Hawthorne works in Cicero, Illions in the year 1924 but eventually 

expanded up to middle of 1930s. Engineers of the company carried out initial research, 

the object of the study was to ―examine the effect of various illumination levels on 

productivity.‖ The study envisaged formation of control group and experimental group.  

Control group members worked under constant illumination intensity while the 
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experiment group was subjected to varying intensity levels. It was expected that the 

individual output be directly related to intensity of light.  

Conduct and Findings of the Study 

As the illumination was increased in the experiment group, output increased in both the 

groups. As the light level was dropped in the experimental group, productivity continued 

to increase in both the groups. Productivity decrease was observed in the experimental 

group only when the light intensity had been reduced to that of moonlight. These findings 

baffled the engineers of the Western electric company, who concluded that illumination 

levels was not responsible for higher productivity. No reason could be ascribed for this 

phenomenon.  

Further studies were conducted in Western electric company. Elton Mayo who at that 

time was working at Harvard University as professor joined the study group along with 

his team. Following studies were undertaken by him, which started in the year 1927 and 

lasted up to 1932. 

Redesign of jobs. 

Changes in the length of workdays and workweeks. 

Introduction of rest period. 

Individual versus group wage plan. 

Evaluation of effect of group piece incentive pay system 

 

Elton Mayo and his colleagues carried out the studies where 13 variables were tested. 

These were place of work, place and length of rest pause, length of working days, length 

of work, method of payment, free mid morning lunch etc, in relation to productivity. 

Mayo Concluded that  

1    Individual behaviour and sentiments are closely related. 

2    Group influences significantly affected individual behaviour. 

3    Group standards established individual output. 

4     Money was less a factor in determining output. 

5     Group standards, group sentiments and security provided by the group were 

responsible for higher productivity. 
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Elton Mayo made a new beginning on human factor in functioning of the organisation 

and attainment of organizational goals. Hawthorne studies have proved that experiment 

and behavioral research can play a vital role in management and decision making. 

Mayo‘s contribution will ever be remembered for its contribution to the behavioral 

approach to management. 

 

 

 

 

1.2.6 MODERN MANAGEMENT THEORIES   

                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                        

 

Re-engineering                                                      

 Michael Hammer has coined the concept of re-engineering.  Re-engineering is the 

fundamental rethinking and radical redesign of business processes to achieve dramatic                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                             

improvements in critical, contemporary measures of performance, such as cost, quality, 

service and speed  2. Re-engineering involves total redesign of the job. The process of re-

engineering begins with a clean slate and a job is planned from beginning till end, the 

objective of re-engineering is to improve efficiency, performance and overall 

productivity. 

Steps in Re-engineering Process                                                                                                                                                                                                                                     

Under the re-engineering process, employees are an important element; they must 

understand the new way of carrying out the task. 

1    Mission: The first step of re-engineering is managements rethinking of identifying 

the basic mission of the organisation and deciding what business they are in and what 

they want to do. This facilitates the desired approach to carry out various processes to 

attain mission.                                                                                                                                                                                                              

2   Process: Top management will play an active role in leading the process, thus 

ensuring the overall co-operation from the personnel. 
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3    Creation of Sense of Urgency: An atmosphere of urgency among the personnel 

regarding the need for re-engineering is necessary. This will ensure commitment of 

efforts to the case of re-engineering. 

4   Identification of Customer needs: Identification of customer needs for re-

engineering efforts to be successful is essential. To know the customer needs and wants 

and then creating an organizational structure and team work providing it. 

5. Organizational Support: When needs have been identify an organizational support of 

various department is essential so that the processes and systems are modified for higher 

efficiency and increased productivity. Sight of the mission and fulfillment of customer 

needs is the focus. There are number of examples of re-engineering efforts i.e. conduct of 

on line interviews, examinations and declaration of results of various technical institutes, 

introduction of E- business and transfer of money etc. 

 Benchmarking  

Benchmarking is the process of comparing work and service methods against the best 

practices and outcomes for the purpose of identifying changes that will result in higher 

quality output. Benchmarking incorporates the use of human resources techniques such as 

goal setting to set targets that are identified, pursued, and then used as a basis for future 

actions. The benchmarking process involves both inside and outside the organisation for 

ways of improving the operation (Fred Luthans). *3 Benchmarking offers following 

benefits to the organisation. 

This technique helps organisation to compare themselves against the best available in the 

field. 

Identification of improvement strategies. 

Assist in learning from others. 

It helps organisation create a need for change in work procedure and assignments. 

Systems Approach to Management 

 Kast and Rosenzwing, defines system as an organized, unitary whole composed of two 

or more interdependent parts, components, or sub – systems and delineated by 

identifiable boundaries from its environmental supra system.   From the above definition 

following aspects stands out. 

i )   A system has several parts. These are dynamic in nature and therefore interact  
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      with each other. 

ii)   The parts or systems are interdependent and interrelated. 

iii) The interdependence is required due to specialized nature of job, division of      

labour, sharing of limited resources and scheduling of activities. 

iv) Creating various departments carries out the work in the organisation,  

Sub-departments and sections. 

Work is carried out by teams and groups who performed specialized task to   

accomplish overall organizational objective. 

Change in one department affect the other departmental work.  

 

A system is therefore composed of several sub system and sub-sub system. Every system 

or sub-system has its own objective, various processes. Personnel employed to manage 

the system have to play their roles and work under a systems that are open. Katz and 

Kahn include importation of energy, throughput, output, phenomenon. Organisation 

import resources, energy and information from environment, transform them into product 

and services and export it to the environment where society uses the same. Organizations 

do not export all that they produce but retain certain portion for its survival and growth. 

Organizations carry out modification and improvement based on performance feed back. 

Organisation must also develop the ability to absorb the shocks and influences from the 

environment by developing inbuilt flexibility and responses. 

Technical Sub-System 

When an organisation is formed, there is only a technical sub-system, which is nothing 

but an entire formal organisation. Organisation is structured based on technology, product 

and market that one is required to serve. There is a given layout. Policies, rules and 

regulations are framed, span of management is created and authority and responsibilities 

is delegated based on need. Appropriate engineering, information technology and other 

considerations are laid down. The organisation imports necessary resources from the 

environment, transform them and export the finished product/services to the environment. 

In the process, decision making, communication control measures are implemented. 

Administrative system ensures balance in the organisation so that no department becomes 

powerful while carrying out the job. Due care is taken about the status, norms, attitudes 
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and behavioural pattern of employees. The whole arrangements are synchronized, all 

details are tied up and everybody knows as to what he has to do to achieve the 

organizational object. Therefore, this sub-system is called technical sub-system, which 

exists in all the organizations irrespective of product/ services they produce. 

Social Sub-System 

Social Sub-System provides social security and social satisfaction to its members. 

Enrolment of human resources is carried out to match the requirement of job. Individuals 

have varying degree of interests, capabilities altitudes, beliefs, like, dislikes. Based on 

these they join group of like-minded employees to meet their social aspiration even by 

cutting across hierarchical barriers. It has often been noticed that employees join various 

social organizations groups, sports club to enhance their image in the work environment. 

The employees thus seek a power base to meet the social needs. The process thus leads to 

emergence of social groups who have their own objectives, structure and role to play. 

These groups develops a pattern of social norms, image in the society and subsequently 

exercise immense power in the society. Member of Rotary or a golf club are some of the 

examples. 

Power Sub-System 

Every job is important in the organisation. People have to be not only dependent on 

others, but also inter-dependent so that the individual, group and ultimately the 

organizational objectives are met in given time. Specialization has become an important 

aspect in organisation. Individuals display power behaviour based on the ability, skill, 

importance of their job, the critical appointment they hold and lastly the proximity to 

decision making authority. Some people have more influence areas than others while 

those who do not care for organizational norms engage themselves in politicking and play 

opportunistic games. Power sub – system take its firm root based on personality traits, 

dominant nature, relationship with superiors, ability to influence others, the success story 

and the like. Therefore the power – holders enjoy extra privileges, status and turn the 

situation in their own interest. 

Technical, social and power sub – systems do not function independently there is an 

overlap. In fact they are intertwined to a great extent. Individual behaviour is displayed 

and guided by these sub–systems. On occasions individual may behave in such a way that 
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it is different to make distinction between various sub – systems. These sub – systems are 

a part of larger system say organisation as system. Organisation itself can be a sub-

system of even larger system like society and society a sub–system of environmental 

system. Since the entire sub – systems /systems they are interdependent and must 

function with great precision, coordination. Each of the system must contribute positively 

as they are influenced and get influenced by other sub- systems / systems. What in effect 

emerges as an outcome of this interaction is called emergent system. 

 

            The emergent systems remain valid and operative as long as these are no change 

in the environment. Once there are changes in environment factors like technology, 

marketing variables, social changes etc., the emergent system take a new form. It is a 

continuous process and therefore we say change is a constant phenomenon.   

          1. 2.7 SUMMARY 

 

At the beginning of 20
th

 century classical theories gave a solid foundation to the field of 

management. Three streams emerged during that period namely 1)Bureaucracy Theory 

by Max Weber-1900. 2) Scientific Management Theory by Taylor-1910. and 3) Process 

Management Theory which is also called Functional management and Administrative 

Theory  by Fayol-1910. Major contribution of this period has been tremendous. Max 

Weber has been pioneer in putting the business on a correct footing by introducing strict 

rules and regulation, hierarchy of command and control system, standardization, rule of 

law leading to impersonal behaviour, selection and promotion based on skills and 

competence and concept of power which is derived from the official position held by the 

individual. Taylor transformed the industrial floor processes. His major  contribution to 

the field of management is 1) Concept of functional foremanship. 2) Time and motion 

study. 3)  Differential piece- rate system of payment. 4) Concept of supervision. 

However, Taylor failed to recognise the real potential of  human beings and treated them 

yet another source. Taylor described scientific management as under: 

“Science not rule of thumb. Harmony not discord. Co-operation, not individualism. 

Maximum output, in place of restricted out put. The development of each man to his 

greatest efficiency and prosperity.” He is called Father of Scientific Management. 
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Henri Fayol has developed Administrative management theory, thereby propagating 

supremacy of administration over management. He identified 14 principles of 

management. He proposed that authority and responsibility go hand in hand. Paid special 

attention to division of work, unity of command, scalar chain, spirit –de corps, justice, 

and evolved policies that promoted human resource in terms of payment and growth. He 

was known real father of management by virtue of his extensive work. The principles are 

still valid even today. 

Classical theories failed to appreciate the significance of human element in management. 

Too much standardization, rules and regulation and bogie of improving productivity had 

stalled to recognise the importance of human beings. The study carried out by Elton 

Mayo envisaged the consideration of human element and adopted a humanistic approach. 

Following studies were undertaken by Mayo between 1927 to 1936. 

Effect illumination on productivity 

Relay room experiments 1 and 2. 

Mass interview and bank wiring experiment 

The studies established   

1    Individual behaviour and sentiments are closely related. 

2    Group influences significantly affected individual behaviour. 

3    Group standards established individual output. 

4     Money was less a factor in determining output. 

5     Group standards, group sentiments and security provided by the group were             

        Responsible for higher productivity. 

 

 The studies established the need for changes for job design as under: 

(a)    Redesign of jobs. 

(b)   Changes in the length of workdays and workweeks. 

(c)   Introduction of rest period. 

(d)   Individual versus group wage plan. 

(e)   Evaluation of effect of group piece incentive pay system 
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1.2.8 SELF ASSESSMENT EXERCISE 

 

Question 1.    Trace out the evolution of management theories. Identify major landmarks 

in the process. 

Question 2.     Explain in detail the bureaucracy theory of Max Weber. What were the 

strong points of this theory? Are the still valid. Discuss the concept in detail with suitable 

example. 

Question 4.   Explain Scientific management theory of Taylor. What is his contribution 

to science of management? 

Question 5.    Process management theory was one step ahead of scientific     

management. Do you agree with this statement? Explain various factors considered by 

Fayol. Discuss principles of management propagated by Fayol. Are they still valid in the 

present environment? 

Question 6.   What are various experiments carried out by Mayo. Explain in detail the 

illumination experiment carried out at Hawthorne. What are its findings? Why Mayo is 

called father of human relation- the era started by him.  

 Question 7.   Explain System Theory to manage an organization. What are its 

deawbacks. 

 

KEY WORDS 

 

Systems Theory                                       Contingency Theory 

Scientific management                             Process Management Theory 

Administrative Theory                            Human Relations Era 

Neo Classical Theories                            Standardization 

Unity of command                            Emergent system 

Administrative management                    Bureaucracy 
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2.2.10 FURTHER READINGS 

 

Sekaran Uma.‖ Organisaional Behaviour‖ Text and Cases, Tata McGrow Hill, New Delhi 

Michael Hammer and James Champ, ―Re-engineering the Corporation‖. A thorniest for 

Business Revolution, Harper Collins, New York, 1993, P. 32).  

Fred Luthans, ―Organisaional Behaviour‖, McGraw Hills International Edition, 7
th

 

Edition, 1995. 

 

 

 

 

1.3 MANAGERIAL SKILLS 

 

Objective:  After studying this sub-unit, the students will be able to  

understand various skills required by a manager 

Relative importance of each of the skills  

How important it is for mangers to develop skills for the betterment of self, employees 

and organisation as a whole. 

 

Structure 

1.3.1 Introduction  

 

1.3.2 Managerial skills  

 

1.3.3 Summary 

 

1.3.4 Key words 

 

1.3.5 Self assessment exercise 

 

1.3.6 Further readings 
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1.3.1 INTRODUCTION  

 

Management is the process of decision making, resolving day to day problems and 

improving the skills of employees.  Every manger irrespective of his position needs 

managerial skills in varying degree to conceptualise an organisation and ensuring that the 

image he has formed is implemented. So that the degree of success is achieved and 

organisational objectives are met.   

 

 

 

1.3.2 MANAGERIAL SKILLS  

 

There are three types of the skills that every manager must possess. These skills are 

discussed below 

 

Technical skills: Technical skill involves process or technique knowledge and 

proficiency in a certain specialized field, such as engineering, computers, accounting, or 

manufacturing. These skills are more important at lower levels of management since 

these managers are dealing with employees doing the organization‘s work. The technical 

skill involves the manager‘s understanding of the nature of job that people under him 

have to perform. It refers to a person‘s knowledge and proficiency in any type of process 

or technique. In a production department, this would mean an understanding of the 

technicalities of the process of production. Whereas this type of skill and competence 

seems to be more important at the lower levels of management, its relative importance as 

a part of the managerial role diminishes as the manager moves to higher positions. In 

higher functional positions, such as the position of a marketing manager or production 

manager, the conceptual component, related to these functional areas becomes more 
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important and the technical component becomes less important and the technical 

component becomes less important.  

 

2. Human Skills: It involves the ability to interact effectively with people. Managers 

interact and cooperate with employees. Because managers deal directly with people, this 

skill is crucial. Managers with good human skills re bale to get best out of their people. 

They know how to communicate, motivate, lead, and inspire enthusiasm and trust. These 

skills are equally important at all levels of management. Human skills are also the ability 

to interact effectively with people at all levels. a) To recognize the feelings and 

sentiments of others  

b) To judge the possible reactions to, and outcomes of various courses of action he may 

undertake.  

c) To examine his own concepts and values this may enable him to develop more useful 

attitudes about himself.  

3. Conceptual: It refers to the ability of a manager to take a broad and farsighted view of 

the organization and its future, his ability to think in abstract, his ability to analyze the 

forces working in a situation, his creative and innovative ability and his ability to assess 

the environment and the changes taking place in it. In short, it is his ability to 

conceptualize the environment, the organization, and his won job, so that he can set 

appropriate goals for his organization, for himself and for his team. This skill seems to 

increase in importance as a manager move up to higher positions of responsibility in the 

organization. Thus, technical skill deals with things, human skills concerns people, and 

conceptual-skill has to do with ideas. 
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IMPORTANCE 

Relative Significance of Managerial Skills is shown in the figure below: 
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                          Figure no. 1.4 Relative importance in relations to levels of managers 

 

Technical skills are not so important for the chief executives in large organisations where 

such executives have extensive staff assistance and highly competent, experienced 

technical operators are available. In smaller organisations, however, where technical 

expertise is not as pervasive and seasoned staff assistance is not available, the chief 

executive has a much greater need for personal experience in the industry.  

These are the basic skills required for a successful management as a process. Some 

authors present other skills that when I am thinking about them, they are some part from 

these three primary skills. 

Let‘s take an example with skills about controlling. Controlling is one of the managerial 

functions, and managers perform controlling through interpersonal managerial skills that 

has been described previously combined with other skills. Other additional skills that is 

Supervisory level Middle mgmt level Top mgmt level 
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skills about decision making. Strictly speaking this is the process and not the skills. When 

the managers have conceptual skills, they will make a better decision. Furthermore, when 

we have technical skills, we will make a better technical decision. Because of that the 

basic skills every manager needs are technical, conceptual and interpersonal managerial 

skills. 

 

1.3.3 SUMMARY 

 

Senior managers are responsible to formulate policies for the organisation therefore they 

need conceptual skills in larger degree. They therefore spend maximum time in learning 

the external environment, various trends and the capability of the organisation to 

capitalize. They need technical skills in lesser measure. Technical skills are the major 

domain of the junior managers (supervisory staff) who come in closer contact of the 

workers. Human skill is important for all the levels of management, therefore it is 

required in equal measure. All the managers must develop skills for organisation health 

and development 

 

 

 

1.3.4 KEY WORDS 

 

Technical skills 

Human skills 

Conceptual skills 

 

 

1.3.5 SELF ASSESSMENT EXERCISE 

 

Q.1. Explain various skills required by the manager? 

 

Q.2. Why different levels of skills are required for various levels of managerial cadre? 

http://en.wikipedia.org/wiki/Decision_making
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Q.3. Visit an organisation in your city and find out the process they adopt for  

 

development of managerial skills. 

 

1.3.6 FURTHER READINGS 

 

1. Kondalkar V. G.; Organisation Development, New Age International Publishers, New 

Delhi.  First Edition 2009 

 

2. Fred Luthans, ―Organisaional Behaviour‖, McGraw Hills International Edition, 7
th

 

Edition, 1995. 

 

 

 

1.4 SOCIAL RESPONSIBILITY OF MANAGEMENT 

 

Objectives: After studying this sub unit, the students will be able to understand 

Organisations use the resources of the society, and that therefore it has the obligation 

towards it. 

Every individual employee must understand and take care of the society and the 

environment. 

The growth of the nation depends upon the stake holders in the organisation and that the 

organisation is therefore required to take care of the stakeholders for sustained growth. 

It is time for all of us to understand the unified efforts only can bring about societal 

growth. 

Structure: 

1.4.1 Introduction 

1.4.2 Understanding social responsibility 

1.4.3 Social Responsibility Spectrum  

1.4.4 Summary 
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1.4.5 Key words 

1.4.6 Self assessment exercise 

1.4.7 Further readings 

 

 

1.4.1 INTRODUCTION 

 

1. Social responsibility refers to socio-economic and socio-human obligations of the 

business. Every individual living in the society has social obligations towards the society. 

This is related to observing certain norms of behaviour, which have social acceptance and 

sanction. Businessmen/entrepreneurs have an obligation to produce quality goods and 

services. Social responsibility is related to two following facets. 

Businessmen should produce goods and services that generate employment leading to 

growth and enhanced standard of living of the society. 

Social responsibility indicates a businessman‘s obligation to nurture and develop human 

values. 

 

1.4.2 UNDERSTANDING SOCIAL RESPONSIBILITY 

 

1. The Socio-economic obligation of every business is to see that the economic 

consequences of its actions do not adversely affect public welfare. This includes 

promotion of employment opportunities, maintain competition and to curb inflation. 

Good businessmen can not effort to keep ‗profit‘ as a sole objective of his enterprise. 

According to Urwick, ―earning of profit cannot be the objective of a business any more 

than eating is the objective of living‖. A business unit is an economic entity in which 

various factors of production are used. Capital is one of the factors of production and the 

reward for investing capital is given in the form of profit. In today‘s environment even 

capital is not fully used by the businessperson. It is borrowed from the society. To that 

extent even consumption of profit by the owner stands no merit 

 

1.4.3 SOCIAL RESPONSIBILITY SPECTRUM  
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Organisations have social responsibility towards customers, investors, employees, 

society, government organization etc. This explained below: 

1. Responsibilities towards Investors (Shareholders): Shareholders are entitled to 

appoint directors and seek financial standing of the company. Management/ Directors of 

the company are responsible for protecting the financial interest of the shareholders both 

individual and organizations. The responsibility relates to the following aspects. 

2.  Responsibility towards Customers:  Business obtains various inputs from the 

environments, change the inputs into product and services and offer the same (output) 

back to the environment. The process is very clear. Business survives on how an 

organization can satisfy its customers. Customer is an end user of the product/ services 

and that he must be delighted to use the product. 

Organisations have social responsibility towards customers, investors, employees, 

society, government organization etc. The same is explained in figure below: 

                                       SOCIAL RESPONSIBILITY SPECTRUM  

 

 

  

 

         

 

 

 

 

             

                                 

                          

 

 

 

 

Environment Customers 
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suppliers 

Investors/shareholders 

(Individual/ Financial 

institutes) 
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Society 

Govt. 

Agencies 

International 

Community 
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Figure no. 1.4 Social Responsibility Spectrum 

 

3.  Responsibility towards Employees: Management must ensure skilled human capital 

in the organization and ensure workers are put through various developmental 

programmes. Organization is known by the human capital it possesses. Following points 

need attention. 

Fair selection of employees. (Without any discrimination of religion, cast, sex, race or 

language). 

Fair employment opportunities are provided to the employee. 

Training and development must ensure employee growth. Forecasting and 

implementation should be religiously followed. Money spent on employee training and 

development is a long-term investment. 

Payment of fair wage as prevalent from time to time. 

Ensuring excellent working conditions. Good employee-management relations. These 

should promote industrial bargaining relations. 

Autonomy in work environment. Value for employee skill and efficiency. Employee 

should be provided with adequate facilities for creativity and given incentives. 

Establishment of organization culture. This should promote freedom, self-respect and 

self-actualization. An organization should utilize its resource to make employees more 

satisfying. There should be awareness that quality of man‘s life is an important as the 

quantity of material wealth. 

Institute proper rewards system that is transparent. 

Empowerment and participation of employees in decision-making process will go a long 

way in achieving productivity and organizational citizenship. 

 4. Towards Society and Environment: The responsibility to the society and the 

environment are as under:   

 Socio-economic objectives: Management should be guided by socio-economic 

objectives of the society. Society expects that the management uses the factors of 
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production effectively organization should fulfill the needs of the society and earn good 

will. 

Create employment opportunities: Organisations should use local resources and promote 

employment opportunities to local population. 

Avoid monopoly: Business is for the benefit of society. While there should be healthy 

competition, monopolistic practices should be avoided. 

Provision of after sales service where required.Product should be safe for use. This is 

particularly applicable to pharmaceutical products. Packing must indicate its use, dose, 

date of manufacturing, date of expiry, instructions for storage etc. 

Improvement of environment: Good management can contribute to the advancement of 

local amenities and can develop surrounding areas for the welfare of society. 

Ecology: Organisation must ensure disposal of waste, and plan to maintain eco balance. It 

should take steps to promote ecosystem. 

Business ethics: Management must be fair and ensure ethical behaviour. They must 

develop organizational culture based on values. 

 

5.Responsibility towards Government: Organisations must study following acts/ laws 

and implement them in letter and spirit: 

Factories act. 

Industrial dispute act. 

Minimum wages act. 

Worker‘s compensation act. 

Company laws. 

Income tax and sales tax laws. 

Industrial and labour lows. 

 

Companies must fulfill various obligations and run the business strictly in accordance 

with above laws. It must follow fair trade practices and pay taxes to the government. In 

addition following practices should be observed. 

6. Responsibility towards Promoters: Establish harmony among enterprise interest and 

social interest. 
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Provide safeguards against errant business practices. 

Be fair to all stakeholders‘ interest.  

Uplift weaker section of society. 

Ensure equitable development of rural and urban sectors. 

Enforce maximum production according to the priority laid down by the government. 

Utilization of resources judiciously. 

Protect natural resources from being exploited. 

 

7. Responsibility towards society:Create employment opportunities: Organisations 

should use local resources and promote employment opportunities to local population. 

Avoid monopoly: Business is for the benefit of society. While there should be healthy 

competition, monopolistic practices should be avoided. 

Provision of after sales service where required. 

Product should be safe for use. This is particularly applicable to pharmaceutical products. 

Packing must indicate its use, dose, date of manufacturing, date of expiry, instructions for 

storage etc. 

Ecology: Organisation must ensure disposal of waste, and plan to maintain eco    balance. 

It should take steps to promote ecosystem.  

Business ethics: Management must be fair and ensure ethical behaviour. They must 

develop organizational culture based on values. 

 

8. Responsibility towards International Community: Due to globalization and free 

market scenario, it is the duty of the organization, especially those whose production is 

export oriented to ensure the following: 

 

Establish better relationship with the foreign companies 

Think globally 

Respect the understanding made towards the fulfillment of obligations 

Main quality of product  

Abide by international laws particularly the financial and mercantile laws 
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1.4.4 SUMMARY 

 

The strength of a nation depends upon the national wealth. It is the responsibility of 

organisations to ensure growth of their business. It is possible if the owners take care of 

the employees and identify the needs of the society and meet them. The ultimate growth 

comes through the over all satisfaction of the customers, taking into consideration the 

investors interests and meeting national objectives. All the organisations must meet 

international interests and provide goods and services as promised on time. Quality of 

goods plays a great role in enhancing the national image. Last but not the least employees 

must be kept happy by looking after their interests in terms of rewards, promotion and 

health 

 

1.4.5 KEY WORDS 

 

Corporate social responsibility 

Monopoly 

Ecology 

 

 

1.4.6 SELF ASSESSMENT EXERCISE 

 

Q.1  What is the responsibility of the organisation towards the society, explain 

Q.2. Explain to what extent an organisation can take care of their employees? 

Q.3. What is the social responsibility of any organisation towards the international  

community? How important it is? 

Q.4 What role ecology play in the business. Why it is necessary to maintain ecological 

balance? 
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1.5 MANAGERIAL PLANNING  

 

Objective: After studying this sub-unit, the students will be able to understand 

The process of planning  

How important it is to plan  

Various stages of planning  

Advantages and the dis-advantages of planning 

Planning is very important in carrying out management functions for every manager. 

Structure 

1.5.1 Introduction 

1.5.2 Steps in planning 

1.5.3 Characteristics of Planning 

1.5.4 Advantage of planning  

1.5.5. Dis advantages of planning 

1.5.6. Summary 

1.5.7. Key words 

1.5.8. Self assessment exercise 

1.5.9. Further readings 

 

1.5.1 INTRODUCTION 

 

1. Planning means looking ahead and chalking out future courses of action to be 

followed. It is a preparatory step. It is a systematic activity which determines when, how 

and who is going to perform a specific job. Planning is a detailed programme regarding 

future courses of action. It is rightly According to Koontz & O‘Donell, ―Planning is 

deciding in advance what to do, how to do and who is to do it. Planning bridges the gap 

between where we are to, where we want to go. It makes possible things to occur which 

would not otherwise occur‖. said ―Well plan is half done‖. Therefore planning takes into 

consideration available & prospective human and physical resources of the organization 

so as to get effective co-ordination, contribution & perfect adjustment. It is the basic 
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management function which includes formulation of one or more detailed plans to 

achieve optimum balance of needs or demands with the available resources. 

2.  According to Urwick, ―Planning is a mental predisposition to do things in orderly 

way, to think before acting and to act in the light of facts rather than guesses‖. Planning is 

deciding best alternative among others to perform different managerial functions in order 

to achieve predetermined goals. 

1.5.2 STEPS IN PLANNING FUNCTION 

 Planning function of management involves following steps:- 

Establishment of objectives Planning requires a systematic approach.  

Planning starts with the setting of goals and objectives to be achieved.  

Objectives provide a rationale for undertaking various activities as well as indicate 

direction of efforts. Moreover objectives focus the attention of managers on the end 

results to be achieved. As a matter of fact, objectives provide nucleus to the planning 

process. Therefore, objectives should be stated in a clear, precise and unambiguous 

language. Otherwise the activities undertaken are bound to be ineffective.  

As far as possible, objectives should be stated in quantitative terms. For example, 

Number of men working, wages given, units produced, etc. But such an objective cannot 

be stated in quantitative terms like performance of quality control manager, effectiveness 

of personnel manager. Such goals should be specified in qualitative terms.  

Hence objectives should be practical, acceptable, workable and achievable.  

Establishment of Planning Premises. Planning premises are the assumptions about the 

lively shape of events in future. They serve as a basis of planning.  

Establishment of planning premises is concerned with determining where one tends to 

deviate from the actual plans and causes of such deviations.  

It is to find out what obstacles are there in the way of business during the course of 

operations. Establishment of planning premises is concerned to take such steps that avoid 

these obstacles to a great extent.  

Planning premises may be internal or external. Internal includes capital investment 

policy, management labour relations, philosophy of management, etc. Whereas external 

includes socio- economic, political and economical changes.  

Internal premises are controllable whereas external are non- controllable.  
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3. Choice of alternative course of action 

When forecast are available and premises are established, a number of alternative course 

of actions have to be considered.  

For this purpose, each and every alternative will be evaluated by weighing its pros and 

cons in the light of resources available and requirements of the organization.  

The merits, demerits as well as the consequences of each alternative must be examined 

before the choice is being made.  

After objective and scientific evaluation, the best alternative is chosen.  

The planners should take help of various quantitative techniques to judge the stability of 

an alternative.  

 

4. Formulation of derivative plans 

Derivative plans are the sub plans or secondary plans which help in the achievement of 

main plan.  

Secondary plans will flow from the basic plan. These are meant to support and expediate 

the achievement of basic plans.  

These detail plans include policies, procedures, rules, programmes, budgets, schedules, 

etc. For example, if profit maximization is the main aim of the enterprise, derivative 

plans will include sales maximization, production maximization, and cost minimization.  

Derivative plans indicate time schedule and sequence of accomplishing various tasks.  

Securing Co-operation 

After the plans have been determined, it is necessary rather advisable to take subordinates 

or those who have to implement these plans into confidence.  

The purposes behind taking them into confidence are :-  

Subordinates may feel motivated since they are involved in decision making process.  

The organization may be able to get valuable suggestions and improvement in 

formulation as well as implementation of plans.  

Also the employees will be more interested in the execution of these plans.  

Follow up/Appraisal of plans 

After choosing a particular course of action, it is put into action.  

After the selected plan is implemented, it is important to appraise its effectiveness.  
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This is done on the basis of feedback or information received from departments or 

persons concerned.  

This enables the management to correct deviations or modify the plan.  

This step establishes a link between planning and controlling function.  

The follow up must go side by side the implementation of plans so that in the light of 

observations made, future plans can be made more realistic. 

 

 1.5.3 CHARACTERISTICS OF PLANNING 

 

1.  Planning is goal-oriented. 

Planning is made to achieve desired objective of business.  

The goals established should general acceptance otherwise individual efforts & energies 

will go misguided and misdirected.  

Planning identifies the action that would lead to desired goals quickly & economically.  

It provides sense of direction to various activities. E.g. Maruti Udhyog is trying to 

capture once again Indian Car Market by launching diesel models.  

 2. Planning is looking ahead. 

Planning is done for future.  

It requires peeping in future, analyzing it and predicting it.  

Thus planning is based on forecasting.  

A plan is a synthesis of forecast.  

It is a mental predisposition for things to happen in future.  

 3.  Planning is an intellectual process 

Planning is a mental exercise involving creative thinking, sound judgement and 

imagination.  

It is not a mere guesswork but a rotational thinking.  

A manager can prepare sound plans only if he has sound judgement, foresight and 

imagination. Planning is always based on goals, facts and considered estimates.  

 4.  Planning involves choice & decision making. 

Planning essentially involves choice among various alternatives.  
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Therefore, if there is only one possible course of action, there is no need planning 

because there is no choice. Thus, decision making is an integral part of planning.  

A manager is surrounded by no. of alternatives. He has to pick the best depending upon 

requirements & resources of the enterprises.  

  5.  Planning is the primary function of management  

 A  Planning lays foundation for other functions of management.  

  B   It serves as a guide for organizing, staffing, directing and controlling.  

 C   All the functions of management are performed within the framework of plans     laid 

out.  

D   Therefore planning is the basic or fundamental function of management.  

  6.  Planning is a Continuous Process. 

Planning is a never ending function due to the dynamic business environment.  

Plans are also prepared for specific period f time and at the end of that period, plans are 

subjected to revaluation and review in the light of new requirements and changing 

conditions.  

Planning never comes into end till the enterprise exists issues, problems may keep 

cropping up and they have to be tackled by planning effectively.  

   

7.  Planning is all Pervasive. 

It is required at all levels of management and in all departments of enterprise.  

Of course, the scope of planning may differ from one level to another.  

The top level may be more concerned about planning the organization as a whole 

whereas the middle level may be more specific in departmental plans and the lower level 

plans implementation of the same.  

 8.  Planning is designed for efficiency. 

Planning leads to accomplishment of objectives at the minimum possible cost.  

It avoids wastage of resources and ensures adequate and optimum utilization of 

resources.  

A plan is worthless or useless if it does not value the cost incurred on it.  

Therefore planning must lead to saving of time, effort and money.  

Planning leads to proper utilization of men, money, materials, methods and machines.  

http://www.managementstudyguide.com/management_levels.htm
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  9. Planning is Flexible. 

Planning is done for the future.  

Since future is unpredictable, planning must provide enough room to cope with the 

changes in customer‘s demand, competition, govt. policies etc.  

Under changed circumstances, the original plan of action must be revised and updated to 

male it more practical.  

 

1.5.4 ADVANTAGES OF PLANNING 

 

  Planning facilitates management by objectives. 

Planning begins with determination of objectives.  

It highlights the purposes for which various activities are to be undertaken.  

In fact, it makes objectives more clear and specific.  

Planning helps in focusing the attention of employees on the objectives or goals of 

enterprise.  

Without planning an organization has no guide.  

Planning compels manager to prepare a Blue-print of the courses of action to be followed 

for accomplishment of objectives.  

Therefore, planning brings order and rationality into the organization.  

  Planning minimizes uncertainties. 

Business is full of uncertainties.  

There are risks of various types due to uncertainties.  

Planning helps in reducing uncertainties of future as it involves anticipation of future 

events.  

Although future cannot be predicted with cent percent accuracy but planning helps 

management to anticipate future and prepare for risks by necessary provisions to meet 

unexpected turn of events.  

Therefore with the help of planning, uncertainties can be forecasted which helps in 

preparing standbys as a result, uncertainties are minimized to a great extent.  

  Planning facilitates co-ordination. 

Planning revolves around organizational goals.  
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All activities are directed towards common goals.  

There is an integrated effort throughout the enterprise in various departments and groups.  

It avoids duplication of efforts. In other words, it leads to better co-ordination.  

It helps in finding out problems of work performance and aims at rectifying the same.  

  Planning improves employee‘s moral. 

Planning creates an atmosphere of order and discipline in organization.  

Employees know in advance what is expected of them and therefore conformity can be 

achieved easily.  

This encourages employees to show their best and also earn reward for the same.  

Planning creates a healthy attitude towards work environment which helps in boosting 

employees moral and efficiency.  

  Planning helps in achieving economies. 

Effective planning secures economy since it leads to orderly allocation of resources to 

various operations.  

It also facilitates optimum utilization of resources which brings economy in operations.  

It also avoids wastage of resources by selecting most appropriate use that will contribute 

to the objective of enterprise. For example, raw materials can be purchased in bulk and 

transportation cost can be minimized. At the same time it ensures regular supply for the 

production department, that is, overall efficiency.  

  Planning facilitates controlling. 

Planning facilitates existence of certain planned goals and standard of performance.  

It provides basis of controlling.  

We cannot think of an effective system of controlling without existence of well thought 

out plans.  

Planning provides pre-determined goals against which actual performance is compared.  

In fact, planning and controlling are the two sides of a same coin. If planning is root, 

controlling is the fruit.  

  Planning provides competitive edge. 

Planning provides competitive edge to the enterprise over the others which do not have 

effective planning. This is because of the fact that planning may involve changing in 

work methods, quality, quantity designs, extension of work, redefining of goals, etc.  
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With the help of forecasting not only the enterprise secures its future but at the same time 

it is able to estimate the future motives of it‘s competitor which helps in facing future 

challenges.  

Therefore, planning leads to best utilization of possible resources, improves quality of 

production and thus the competitive strength of the enterprise is improved.  

  Planning encourages innovations. 

In the process of planning, managers have the opportunities of suggesting ways and 

means of improving performance.  

Planning is basically a decision making function which involves creative thinking and 

imagination that ultimately leads to innovation of methods and operations for growth and 

prosperity of the enterprise.  

 

1.5.5 DISADVANTAGES OF PLANNING 

 

Internal Limitations 

There are several limitations of planning. Some of them are inherit in the process of 

planning like rigidity and other arise due to shortcoming of the techniques of planning 

and in the planners themselves. 

Rigidity 

Planning has tendency to make administration inflexible.  

Planning implies prior determination of policies, procedures and programmes and a strict 

adherence to them in all circumstances.  

There is no scope for individual freedom.  

The development of employees is highly doubted because of which management might 

have faced lot of difficulties in future.  

Planning therefore introduces inelasticity and discourages individual initiative and 

experimentation.  

 

Misdirected Planning 

Planning may be used to serve individual interests rather than the interest of the 

enterprise.  
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Attempts can be made to influence setting of objectives, formulation of plans and 

programmes to suit ones own requirement rather than that of whole organization.  

Machinery of planning can never be freed of bias. Every planner has his own likes, 

dislikes, preferences, attitudes and interests which is reflected in planning.  

Time consuming 

Planning is a time consuming process because it involves collection of information, its 

analysis and interpretation thereof. This entire process takes a lot of time specially where 

there are a number of alternatives available.  

Therefore planning is not suitable during emergency or crisis when quick decisions are 

required.  

Probability in planning 

Planning is based on forecasts which are mere estimates about future.  

These estimates may prove to be inexact due to the uncertainty of future.  

Any change in the anticipated situation may render plans ineffective.  

Plans do not always reflect real situations in spite of the sophisticated techniques of 

forecasting because future is unpredictable.  

Thus, excessive reliance on plans may prove to be fatal.  

False sense of security 

Elaborate planning may create a false sense of security to the effect that everything is 

taken for granted.  

Managers assume that as long as they work as per plans, it is satisfactory.  

Therefore they fail to take up timely actions and an opportunity is lost.  

Employees are more concerned about fulfillment of plan performance rather than any 

kind of change.  

 

Expensive 

Collection, analysis and evaluation of different information, facts and alternatives 

involves a lot of expense in terms of time, effort and money  

According to Koontz and O‘Donell, ‘ Expenses on planning should never exceed the 

estimated benefits from planning. 
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 ‘  

1.5.6 SUMMARY 

Managers at various levels are required to do planning for the organisation they lead. 

Planning at higher levels is strategic and concerns the whole organisation. While 

planning at middle level is restricted to department only. Managers/Supervisors at the 

bottom level (3 rd level) are responsible to implement it in letter and spirit. Planning must 

be purposive, continuous, and take into consideration all aspect of the organisation. It 

must be futuristic in nature and representative of all levels take part in planning. There 

are advantages of planning and also the disadvantages. It is for the managers to take in to 

consideration the strength of the organisation and exploit it for the benefit of the 

organization. Planning and controlling go hand in hand.  

 

1.5.7 KEY WORDS 

 

Innovative planning   

 Competitive edge 

Futuristic  

Planning premises 

Pervasive 

 

 

 

1.5.8 SELF ASSESSMENT EXERCISE 

 

Q. 1 What is the process of Planning? 

Q. 2 What are various steps in planning? 

Q.3. What is the relationship of planning with controlling 

Q. 4 State different advantages of planning? 
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UNIT II 

 

2.1- ORGANIZING AND ORGANISATIONAL STRUCTURE, LINE 

AND STAFF CONFLICTS 

 

Objectives: After studying this sub unit, the students will be able to understand the the 

following: 

 Layout of the organisation. 

 Organisational structure. 

 Relationship between the line and staff members in the organisation. 

 Functioning of various departments and their contribution to the productivity. 

Structure 

2.1.1 Introduction 

2.1.2 Organisational structure 

2.1.3 Forms of organisational structure 

2.1.4 Span of management 

2.1.5 Line and staff organisation. 

2.1.6 Line and staff conflict 

 

2.1.1 INTRODUCTION 

 

Every organization has a mission, which is further broken down, as organizational goals. 

These goals have to be attained by combined efforts of various resources that involve 

division of labour on one hand and grouping of various activities on the other. 

Organizational structure plays as important role in attaining these goals. Any organisation 

when it starts has a small structure and it takes a mega form as it develops. The 

development is both vertical and horizontal.  Vertical structure indicates the line authority 

and reporting channel. Horizontal structure indicates the division of work and 

specialization. Tiers of organizational structure are indicative of power structure, 
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positions and its inter-se relationship, roles, channels of reporting, delegation and 

accountability 

2.1.2 ORGANISATIONAL STRUCTURE 

 

Koontz and Donnel have defined organizational structure as ‗the establishment of 

authority relationships with provision for coordination between them, both vertically and 

horizontally in the enterprise structure‘. 

Good organisational structure indicates the following 

 The structure must lay down formal reporting hierarchy right from the lowest 

level of worker to the highest level of board of directors/MD as the case may be. 

 Grouping of identical activities in one department so that equipment, machines, 

processes and expertise can be developed at one place under the guidance of one 

departmental head. Formal reporting channels must be laid down. 

 Coordination of various activities be laid down and coordination authority 

specified. 

 Individual, group and departmental goals should be laid down with specific time 

frame. Monitoring of goals is essential. 

 Seniority between the departmental heads is generally the point of 

organizational conflict hence the lateral and vertical relationship with particular 

reference to seniority must be laid down in the policy.  

 Standing orders, policies, procedures, drills, rules and regulations should exit in 

an organization.  
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2.1.3 FORMS OF ORGANISATIONAL STRUCTURE 

There are basically two forms of organizational structure:- 

(a)  Mechanistic form of organizational structure: An organizational structure based 

on formalized system that is relatively rigid in nature. This is generally applicable to 

those organizations that are not influenced by technological, product, market changes 

and generally maintains a constant pattern. In mechanistic form of organizational 

structure the authority is centralized at the top level of management and has a rigid 

hierarchy of authority and decision making is reserved at the top level. The tasks are 

well defined so that the goals or objectives set by the top level management are 

implemented smoothly. The structure is characterized by plenty of written orders and 

instructions. 

 

(b) Organic form of organizational structure: Organisations, which are subject to 

change due to environmental factors like technology, markets changes and product 

development generally adopt organic form of organizational structure. For example 

software industry. In such structures authority is delegated to various functional 

levels/individuals. Decentralised decision making that allows people to make their 

own decision based on the environment and that they do not have to look over their 

shoulders. There are very few levels of organisational hierarchy and existence of 

flexible reporting system. However jobs are fairly well defined with few orders and 

instructions. These days organic form of organizational structure is related to work 

groups and teams working independently on a particular project who report directly to 

top management.  They are self - supervised, self -directed and self- controlled sub 

units which are self- accounted for their performance and attainment of organizational 

goals.  
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2.1.4 SPAN OF MANAGEMENT 

 

Span of management: Span of management is determined by number of people a 

manager can handle effectively. This depends upon the relationship a manager enjoys 

with his subordinates. Span of management is also known as span of control. The basic 

principle of span of management is an ability of a manager to effectively supervise a fix 

number of people. It has been established that at higher levels a manager can control four 

to eight people while at lower levels eight to fifteen people can be supervised. The span is 

of two types as under: 

(a)   Wide Span:    Wide span of management is suitable where work is delegated to 

work groups and teams and there is near autonomy in work environment. Clear policies 

are laid down and subordinates display a high degree of sense of responsibility. 

However, tendency to overload superiors to decision making and danger of superiors to 

loose control over the events must be evaluated. This can be achieved by employing 

high quality managers having successful track record. 

 

(b) Narrow Span: Organisations having narrow span can achieve fast communication, 

close command and control and keep track on the pulse on the progress of the work. In 

narrow span there are number of organisational layers and each of the individual is 

accountable to his leader. This type of structure is too costly. There is no freedom of 

work as supervisors tend to get too much involved in the job of subordinates. Because of 

the excessive distance between lowest level and top level, danger of filtering of 

information should be guarded against.  
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2.1.5 LINE AND STAFF ORGANISATION 

 

Line Organisation  

1. Line organization is simplest and very commonly used organisational structure. The 

basic form of the organisational structure is departments, sections and individuals 

working within. Superimposed on it is the organisational, departmental and sectional 

goals and allotment of individual tasks. In line organisation authority, responsibility 

and accountability is clearly spelt out between various levels. The structure is 

hierarchical in nature, instructions emanating from President at the top level passes 

through the departments down to the workers. There is a unity of command and 

reporting channels are clearly spelt out. Because of systematic demarcation of duties, 

roles and functions, adequate command and control mechanism exist between 

managers, managers and supervisors and supervisors and employees. Line personnel 

are directly involved in achieving the objectives of the organisation. They are the 

ones who earn revenue for the organisation. The degree of centralization and de-

centralization can be affected by many factors like nature of operation, volume of 

profits, number of departments, size of the organisation, etc. The larger the size of an 

organisation, decentralization set up is suitable. The organisational structure is 

explained in Figure below:  

President 

 

                                                                President Secretariat 

                                                               Vice President Secretariat   

                                                                

                                            Plant Manager 

 

 

Supervisor                               Supervisor Supervisor                                          Supervisor 

 

Workers                  Workers         Workers 
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Figure2.1 -Organizational structure 

 

Line organization is the oldest and simplest method of administrative organization. 

According to this type of organization, the authority flows from top to bottom in an 

organisation. The line of command is carried out from top to bottom. This is the reason 

for calling this organization as scalar organization which means scalar chain of command 

is a part and parcel of this type of administrative organization. In this type of 

organization, the line of command flows top to bottom on an even basis without any gaps 

in communication and co- ordination. 

Features of Line Organization 

1. It is the simplest form of organization.  

2. Line of authority flows from top to bottom.  

3. Specialized and supportive services do not take place in this organization.  

4. Unified control by the line officers can be maintained since they can 

independently take decisions in their areas and spheres.  

5. This kind of organization always helps in bringing efficiency in communication 

and stability is achieved. 

                              Managing  Director 

↓ ↓ ↓ 

Production Manager Marketing Manager Finance Manager 

↓ ↓ ↓ 
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Line and staff organization is a modification of line organization and it is more complex 

than line organization. According to this administrative organization, specialized and 

supportive activities are attached to the line of command by appointing staff supervisors 

and staff specialists who are attached to the line authority. The power of command 

always remains with the line executives and staff supervisors guide, advice and council 

the line executives. Personal Secretary to the Managing Director is a staff official. 

Features of line and staff organisation 

1. There are two types of staff :  

a. Staff Assistants- P.A. to Managing Director, Secretary to Marketing 

Manager.  

b. Staff Supervisor- Operation Control Manager, Quality Controller, PRO  

2. Line and Staff Organization is a compromise of line organization. It is more 

complex than line concern.  

3. Division of work and specialization takes place in line and staff organization.  

4. The whole organization is divided into different functional areas to which staff 

specialists are attached.  

5. Efficiency can be achieved through the features of specialization.  

6. There are two lines of authority which flow at one time in an organisation:  

a. Line Authority  

b. Staff Authority  

(Power of command remains with the line executive and staff serves only as counselors.) 

Merits of Line and Staff Organization 

1. Relief to line of executives- In a line and staff organization, the advice and 

counseling which is provided to the line executives divides the work between the 

Plant Supervisor Market Supervisor Chief Assistant 

↓ ↓ ↓ 

Foreman Salesman Accountant 
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two. The line executive can concentrate on the execution of plans and they get 

relieved of dividing their attention to many areas.  

2. Expert advice- The line and staff organization facilitates expert advice to the line 

executive at the time of need. The planning and investigation which is related to 

different matters can be done by the staff specialist and line officers can 

concentrate on execution of plans.  

3. Benefit of Specialization- Line and staff through division of whole concern into 

two types of authority divides the enterprise into parts and functional areas. This 

way every officer or official can concentrate in its own area.  

4. Better co-ordination- Line and staff organization through specialization is able 

to provide better decision making and concentration remains in few hands. This 

feature helps in bringing co- ordination in work as every official is concentrating 

in their own area.  

5. Benefits of Research and Development- Through the advice of specialized staff, 

the line executives, and the line executives get time to execute plans by taking 

productive decisions which are helpful for a concern. This gives a wide scope to 

the line executive to bring innovations and go for research work in those areas. 

This is possible due to the presence of staff specialists.  

6. Training- Due to the presence of staff specialists and their expert advice serves as 

ground for training to line officials. Line executives can give due concentration to 

their decision making. This in itself is a training ground for them.  

7. Balanced decisions- The factor of specialization which is achieved by line staff 

helps in bringing co- ordination. This relationship automatically ends up the line 

official to take better and balanced decision.  

8. Unity of action- Unity of action is a result of unified control. Control and its 

affectivity take place when co- ordination is present in the concern. In the line and 

staff authority all the officials have got independence to make decisions. This 

serves as effective control in the whole enterprise.  

Demerits of Line and Staff Organization 
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1. Lack of understanding- In a line and staff organization, there are two authority 

flowing at one time. This results in the confusion between the two. As a result, the 

workers are not able to understand as to who is their commanding authority. 

Hence the problem of understanding can be a hurdle in effective running.  

2. Lack of sound advice- The line official get used to the expertise advice of the 

staff. At times the staff specialist also provide wrong decisions which the line 

executive have to consider. This can affect the efficient running of the enterprise.  

3. Line and staff conflicts- Line and staff are two authorities which are flowing at 

the same time. The factors of designations, status influence sentiments which are 

related to their relation, can pose a distress on the minds of the employees. This 

leads to minimizing of co- ordination which hampers a concern‘s working.  

4. Costly- In line and staff concern, the concerns have to maintain the high 

remuneration of staff specialist. This proves to be costly for a concern with 

limited finance.  

5. Assumption of authority- The power of concern is with the line official but the 

staff dislikes it as they are the one more in mental work.  

 

 

2.1.6 LINE AND STAFF CONFLICT 

Line and staff conflict has been traditional. Line authority creates product and services 

and contributes directly towards the revenue generation. While staff authority assists line 

authority and acts in advisory capacity. Staff and line authority have a different 

predispositions and goals. They have different skills and expertise. Since staff authority 

managers are in the chain of command and have a day to day assess to the top boss, have 

a tendency to dictate terms to the line authority and usually disregard the working 

knowledge of the line authority. They have tendency to dominate line authority and 

disregard the efforts put in by line authority managers. On the contrary staff managers 

have a technical know how and they are able to advice the line authority to cut down cost 

of production and save on wastage etc. Line authority does not like their advice at times. 

Staff managers get frustrated when their suggestions and ideas are not implemented by 
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line managers and hence the cause for conflict. In the process the organizational goals are 

not achieved as per plans. 

 

 

 

2.1.7 SUMMARY 

Organisational structure is either vertical or horizontal in nature. Line organisations are 

the basis of any organisation. Line people are responsible to produce and earn revenue for 

the organisation. Span of management is the ability of a person to supervise a fixed 

number of people. This is necessary for the effective command and control and ensuring 

the effective supervision by the manager. Organisation structure is either line or Line and 

staff. As stated earlier line people are responsible for the production and they axecute the 

job assigned to them. Staff is only advisory in nature. They must not take undue credit 

and maintain a peaceful relationship in the organisation. It must be understood that line 

people are the backbone of any organisation. 

 

2.1.8 KNOW YOUR PROGRESS 

 

Q.1. Explain organisational structure with help of a diagram? 

Q.2. what do you understand by line organisation and staff. Explain both the forms of 

organisation structure? 

Q. 3. Why conflict between the line and staff takes place. As a manager how will you 

take care of it? 

KEY WORDS 

Line               Organic form 

Staff              Narrow span 

Unity of action              Wide span 

Mechanistic form of organizational 
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2.2 UNDERSTANDING AND MANAGING    INDIVIDUAL 

BEHAVIOUR 

Objectives: After studying this section, students will be able to have a fair knowledge of 

the following concepts related to organisational behaviour subject. 

 Individual behaviour 

 Concepts of individual behaviour 

 Theories of individual behaviour 

Structure 

2.2.1 Introduction  

2.2.2 Concept of individual behaviour 

2.2.3 Learned Characteristics 

2.2.4 Theories of individual behaviour 

2.2.5 Summary  

2.26 Key Words 

2.2.6 Know your progress 

2.2.7 Further Readings 

2.2.1 INTRODUCTION  
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The study of Organisational Behavior is related to individuals, group of people working 

together in teams and organisational structure. It relates to the expected behaviour of an 

individual in the organisation. No two individuals are likely to behave in the same 

manner in a particular work situation. It is the predictability of a manager about the 

expected behaviour of an individual. It is the human factor that is contributory to the 

productivity hence the study of human behavior is important. Great importance therefore 

must be attached to the study. 

Impact of organisation on Individual behaviour 

Researchers, management practitioners, psychologists, and social scientists must 

understand the very credentials of an individual, his background, social framework, 

educational update, impact of social groups and other situational factors on behaviour. 

Managers under whom an individual is working should be able to explain, predict, 

evaluate and modify human behaviour that will largely depend upon knowledge, skill and 

experience of the manager in handling large group of people in diverse situations. Pre-

emptive actions need to be taken for human behavior forecasting. The value system, 

Emotional intelligence, organizational culture, job design and the work environment are 

important casual agents in determining human behaviour. Cause and effect relationship 

plays an important role in how an individual is likely to behave in a particular situation 

and its impact on productivity. An appropriate organizational culture can modify 

individual behavior. Recent trends exist in laying greater stress on organisational 

development and imbibing a favourable organisational culture in each individual. It also 

involves fostering a team spirit and motivation so that the organisational objectives are 

achieved. OB involves integration of studies undertaken relating to behavioral sciences 

like psychology, sociology, anthropology, economics, social psychology and political 

science. Therefore, organisational behaviour is a comprehensive field of study in which 

individual, group and organisational structure is studied in relation to organisational 

growth and organisational culture, in an environment where impact of modern technology 

is great. The aim of the study is to ensure that the human behaviour contributes towards 

growth of the organization and greater efficiency is achieved.  
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2.2.2 CONCEPTUAL FOUNDATIONS OF INDIVIDUAL EHAVIOUR 

 

The field of organisation behaviour serves as the basis for modern human resource 

management. Prediction and control of human resources are critical to the goals of the 

organisation. The goals of various models that are given below are to understand, predict, 

and control human behaviour in the organisation. 

1. Freudian Psychoanalytic Theory: Psychoanalysis is based on the assumption that 

each of us has an unconscious mind. The unconscious has thoughts, memories, and 

emotions, although it often affects our behaviour in an illogical fashion. The most 

influential theorist in the field personality has been Sigmund Freud (1856-1939) who 

conceived the first comprehensive theory of personality. Freud was convinced that 

―hysterical disorders‖ were rooted in forbidden childhood wishes and fears. He found that 

these feelings were invariably related to aggression or to sexuality, and the childhood 

experiences concerned with them had been forgotten until hypnosis or free association 

brought back the memories. These ideas are called psychoanalytic framework of human 

behaviour. Freud further stated that there are two types of mind, Conscious mind and 

unconscious mind. Conscious mind is only a small part of personality. The mind is like 

an iceberg, without conscious thoughts resembling the iceberg‘s small tip; beneath the 

surface-beyond conscious awareness-lies the massive unconscious mind. The 

unconscious mind includes instinctual drives and infantile goals, hopes, wishes and 

needs, and all memories that are not available to the conscious mind. These impulses 

have been repressed, or concealed from conscious awareness, because they are 

unacceptable and cause internal conflict. The process devised by Freud – to receive 

repressed memories and feelings, allowing them to be examined and understood is known 

as psychoanalysis The psychoanalytical concept contains Id, ego and super ego. These 

are explained in brief below: 

 

a. The Id Concept: The Id is the core of unconscious. It is unleashed raw, 

primitive, instinctual drive of an animal like part of personality. It sees no 

logic. This is the only aspect of personality that exists at the birth of a child. It 

is ‗infant‘ within a person that remains throughout the life. It operates on the 
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principle of pleasure. It wants pleasure at all times. It follows no rule of logic, 

harbors no doubts, knows no time and has no moral code. It avoids pains, and 

constantly struggle for gratification and pleasure. It is seen by sexual pleasure 

that a child displays even while sucking the milk of the mother. It is an 

important source of thinking and behaviour.  

 

b. The Ego Concept: Ego is the logical part of the mind of an individual called 

‗real‘ us. The ego operates on the principles of reality, and mediates between 

the demands of the Id and realities of the environment. The ego functions in an 

entirely different fashion. The part of the ego is conscious that obeys the rules 

of logic (reality), and reasons and learns from experience. It functions in a 

fashion that Freud calls secondary process thinking. Child learns not to touch 

the flame from experience after it gets the finger burned (ego state). But the 

love to catch the yellow flame is illogical (Id function). 

 

C. The Supper Ego: The Super ego is the third element of Freudian Theory. It 

can be best depicted as the conscious. The super ego provides the norms that 

enable the ego to determine what is right or wrong. Where the id demands 

gratification, the super ego seeks perfection. The super ego begins to develop 

in the child at the age of two or three when he starts learning the toilet habits.  

 

2. The Self-Theory of Rogers: According to Karl Rogers, human nature is basically 

good. People have a natural drive towards self-actualization, which means the 

achievement of their full potential. The drive for self-actualizations is the basic drive 

behind the development of personality. Beginning as an early age, children evaluate 

themselves and their actions. They learn what they do is sometimes good and sometimes 

bad. They thus develop a ‗Self-concept‘ an image of what they really are, an ideal self, an 

image of what they like to be. People who are psychologically adjusted, or--in Roger‘s 

term--‗fully functioning‘ are able to assimilate all their experiences in to their self-

concept. Such people are open to experiences, aware, and not defensive; they have 

harmonious relations with others, and they have unconditional positive self-regard.  
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3. The Humanist Psychology Framework: The most humanistic psychologist Abraham 

Maslow proposed that people have a hierarchy of needs; the highest of those needs is 

self-actualization, the fulfillment of a person‘s potential. He based his theory of 

personality on the characteristics of healthy, creative people who used all their talents, 

potential, and capabilities, rather than on studies of disturbed individuals as Freud had 

done. He identified the successful person and the common qualities they possessed. He 

then made the list of various personal qualities of Self-actualized persons. These contain 

various values.  

 

2.2.3 LEARNED CHARACTERISTICS 

 

An individual is judged by the following factors 

1. Personality:  Personality is sum total of ways in which an individual reacts and 

interacts with others. It is a dynamic organization within an individual of those 

psychological systems that determines his unique adjustments with his environment. 

It is a charm, positive attitude, smiling face, growth and development of a person that 

adds to personality. Personality is greatly influence by the environment that a person 

has been brought up and the factors of heredity. 

2. Environment: It refers to culture in which a person is raised. Culture establishes 

norms, values and attitude that are passed on to generations. Early conditions, norms 

in the family, friend and social groups and other influences are formative of 

personality. 

3.  Heredity:  Heredity is transmitted through genes that determine hormone balance 

and leads to physique formation which shapes personality. Heredity refers to those 

factors like physical stature, facial attractiveness, sex, temperament muscle 

composition, reflects and energy level. Heredity is made up of biological, factors. 

Traits like shyness, fear and distress are passed on to generations. Traits are 

characteristics of an individual when exhibited in large number of situations. More 

consistence and more frequent occurrences in divers situations, the more predominant 
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the trait in an individual are common traits found in a person are shyness, aggressive, 

submissive, laziness, ambitious, loyal and timid perception. Perception is the process 

by which information is interpreted in order to give meaning the world around us. 

Different people perceive the same thing differently. It should be noted that we 

should evaluate each situation / individual carefully before forming an opinion. 

Perceptual errors should be avoided perception will be studied in greater details in the 

subsequent chapters. 

4.  Attitude:  Attitude is a tendency to act in certain way either favorably or 

unfavorably concerning objects, people or situation. For example, If I say I am 

satisfied with my job, what actually I am doing is expressing my attitude towards job. 

An attitude is the way a person feels about a person, a place, a thing, a situation or an 

idea. Attitude could be positive or negative. Attitude can be measured either by 

observing the action of the individual or simply asking him the questions about how 

he would behave in a particular situation. 

5.  Values:  Values are beliefs that guide actions and judgments across a variety of 

situations. Values represent basic convictions that a specific mode of conduct is 

personally or socially preferable to an opposite mode of conduct. Values are of two 

types, terminal value that are ultimate values like freedom and salvation, truth non-

violence. 

 

Individual values are formed in the initial stages. They are influenced by the parents, 

teachers, friends and other social groups. Values vary from person to person. Values 

help in understanding the attitudes, and motivational level of individuals. It helps to 

change individual behavior. Values are of a great help to determine as to what is good 

and what is desirable. Values are so strong an instrument that it at times alter rational 

decisions. An organisation having right value system has greater chances of growth. 

 

2.2.5 SUMMARY  
 

Individual, group and organisational structure has a great impact on effective functioning 

of an organisation. Study of individual is therefore important in the framework of 

effective utilisation of individual kills. A manager should be able to understand 
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individual and predict and modify his behaviour. . The value system, Emotional 

intelligence, organizational culture, job design and the work environment are important 

casual agents in determining human behaviour. Cause and effect relationship plays an 

important role in how an individual is likely to behave in a particular situation. Sigmund 

Freud has stated that there are three ego state of individual mind that directs the actions of 

each individual. The first is Id; The Id is the core of unconscious. It is unleashed raw, 

primitive, instinctual drive of an animal like part of personality. It sees no logic. The 

second concept is Ego It functions with consciousness and obeys the rule of logic. The 

third concept is called the supper ego. The super ego provides the norms that enable the 

ego to determine what is right or wrong. Where the id demands gratification, the super 

ego seeks perfection. The personality of an individual is formed by the factors like 

attitude, Ego state, Environment, heredity and values. These are learned throughout the 

life hence these are called learned characteristics. 

 

2.2.6 KEY WORDS 

Id          Cause and effect relationship 

Ego          Values  

Freudian concept                                   Attitude 

Super ego           earned characteristics 

Humanist Psychology Framework Rogers theory 

 

2.2.7 KNOW YOUR PROGRESS 

 

Q.1. Explain the Freudian concept of ego? 

 

Q.2. What are various learned characteristics? 

 

Q. 3. What are various theories of individual behaviour? Explain. 

2.2.8 FURTHER READINGS 

1. Saiyadain Mirza.‘S, Organisational Behaviour; Tata Mc graw Hills, 2003. 

2. Chandan. JIt. S, Organisational Behaviour;Vikas Publishing House, New Delhi. Third 

Edition2005. 
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2.3 INDIVIDUAL DECISION MAKING AND PROBLEM SOLVING 

 

Objective: The objective of the sub unit is to understand the following: 

 Individual decision making process 

 How an individual takes decision and various factors that play behind in the mind 

while taking the decisions. 

 Various factors that affect the decision. 

 

 

Structure 

2.3.1 Introduction 

2.3.2 Individual decision making process 

2.3.3 Problem solving 

2.3.4 Factors affecting Individual decision making 

2.3.5 Summary 

2.3.6 Know your progress 

2.3.7 Key Words 

2.3.8 Further Readings 

2.3.1 INTRODUCTION 

 

Managers have to take decisions on routine matters and these have to be communicated 

to the subordinates for implementation. Decisions can be individual or collective. In this 

sub section we are discussing only the individual decision making. Manger must have 

knowledge, skills, experience, and the awareness about the current environment. He must 

know the business strategy, consumer choices, market trend, and the vision of the 

organisation. He must keep all the factors in mind before he takes the decision. 

 

2.3.2 INDIVIDUAL DECISION MAKING PROCESS 

Managers have to take decisions and communicate the same to subordinates for 

implementation. Decisions can be of routine nature or may have strategic consequence. It 
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is the judgment of the individual to arrive at a particular solution. The process that takes 

place in mind is fast and based on individual‘s ability, nature, skill and experience. Hilter 

took a decision to attack Europe in the West while he had captured half of Russia. 

Opening war, on two fronts led him to defect. Otherwise the map of the world would be 

different. Such are the consequences of faculty decisions. Due to information technology 

revolution, a manager has to his disposal plenty of information on product, market trends, 

customer choice, availability of various resources that go in to run an organisation. He 

has also to use statistical tools before arriving at a decision. This at times causes an 

information overload for managers to take decision. Decision must be rational and based 

on the available facts and future expectations of the user. Decision is studying various 

alternatives and selecting the best alternative to the problem. When a decision is taken a 

mental appreciation is carried out. It leads to following three questions: 

 

Q.1 What are my aim/ objective/ goal? 

Q.2 What does it involve? 

Q.3 How far can I plan now? 

 

Once this exercise is carried out, an individual is generally in a position to take an 

appropriate decision. Decision must be taken in time and implemented. Studies have been 

conducted by Taylor et all to see if there is a co-relation between certain characteristics of  

a decision maker such as age, level of intelligence, experience, aptitude for creativity and 

level of motivation and such variables as decision accuracy, confidence in the decisions 

and time spent in studying the problem and reaching the decision .These studies have 

shown that biggest unknown and the most mysterious factor is still the decision maker 

himself. How and why an individual acts is still a mystery. 

 

2.3.3 PROBLEM SOLVING 

A manager has to face various situations in day to day life. A problem may be of routine 

nature or it may be an unusual situation that the manager has to take decision. These can 

of administrative nature like increment in pay or grant of leave or fixing of working hours 

for the employees. Alternatively the problems may of operational nature. To help him to 
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arrive at a decision; there are policies, standing orders and instruction available in the 

organisation. The manager can take the help of these rules and regulations and arrive at 

an appropriate decision. But there may be situations when the guidelines are not 

available, in such situation a manager has to use his own judgment and take rational 

decision. Before taking decisions he must satisfy that the decisions to the problem is in 

the best interest of the organisation and that it is not against the interest of the people and 

the society and that the decision meets the situational requirements. In present scenario, 

the problems are solved jointly by the team of managers/supervisors/employees.  

 

2.3.4 FACTORS AFFECTING DECISIONS 

 

1. Information: Adequate information must be available to the decision maker. Due 

to computers lot of information may now be available but it is of no consequence. 

What is important is the amount, quality and the format in which the information 

is made available to the decision maker. Less information is as dangerous as too 

much of information. 

2. Bias:  Every individual‘s decision is highly affected by value attitudes and 

beliefs. Individual has preconceived ideas about an issue and accepts what he 

wants to and throws away information that is not acceptable by an individual 

Prejudice and bias that may lead to faculty decisions. It is therefore necessary to 

have an open mind and take decisions without any prejudice. Organisational 

culture plays a decisive role in decision-making. If an organisation is known for 

its promptness, honest dealings etc, a manager in such organisation would 

definitely take just and appropriate decisions. 

3. Personal habits:  Some people are rigid and stick to their own decision even if it 

is wrong. Others blame their subordinates for failure and take credit for successful 

job. There are individuals who have an external locus of control and blame 

outside agencies/ situations for their failure for decisions to be effective. 

4. Time constraints:  A problem is identified and a solution is sought within a 

specified time. As the complexity of impact of external variables, the enhanced 

time may be required. In the fast moving era it is necessary to carry out time and 
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space appreciation of the problem involved. A rigid time schedule may be 

necessary that can be followed. There are mangers that can take effective 

decisions under the pressure of time. However most people under time pressure 

rely on ―Heuristics‖ approach which means limiting the search for facts and data 

using the limited information for decision making.  Under the above 

circumstances the quality of decisions are ―Workable‖ rather than ―Optimal‖. 

5. Risk Taking: Risk is related to various factors. A manager‘s risk taking attitude 

is dependant on personal characteristics, organisational culture where risk is 

rewarded and not penalized for failed decisions, intelligence level and the 

expectations of the decision maker. High intelligent managers are found to be 

generally conservative and do not take bold step. People with high expectations 

are generally highly optimistic and take decisions even with minimum required 

level of information. Social and cultural influences also play a dominant role on 

the quality of decisions. 

 

2.3.5 SUMMARY 

 

One of the basic duties of a manager is to take decisions and to get it implemented. 

Decisions must be rational and solve the problem of the organisation. It must be in the 

over all interest of the people and the society. Manager must have adequate knowledge, 

skills and the expertise to take an appropriate decision. Before taking decision a manager 

must ask three questions; what is the objective? What does it involve? And how far can 

he proceed. A leader must guard against the personal bias, personal likes and dislikes 

should not affect the decision. He must have adequate information about the issue in 

question before taking the decision. A manager must take a calculated risk and take 

decision well in time to be of value. 

 

2.3.6 KNOW YOUR PROGRESS 

Q.1. Explain the process of decision making? 

Q. 2. What are the various factors take affect decision making? 
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2.3.7 KEY WORDS 

Decision Making 

Bias  

Problem solving 

Risk taking 

 

2.3.8 FURTHER READINGS 

1. Saiyadain Mirza.‘S, Organisational Behaviour; Tata McGraw Hills, 2003. 

2. Chandan. JIt. S, Organisational Behaviour; Vikas  Publishing House, New Delhi. Third 

Edition2005. 

 

 

 

 

 

 

2.4 UNDERSTANDING AND MANAGING GROUP PROCESSES 

 

Objective: After studying this sub section, the students will be able to: 

 Understand the groups  

 Work effectively in a group  

 They will experience togetherness and the power the group gives to each member  

 Various theories of group formation 

Structure 

2.4.1 Introduction. 

2.4.2 Types of groups    

2.4.3 Theories of group behaviour 

2.4.4 Group Dynamics  

2.4.5 Summary  
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2.4.6 Know your progress 

 

2.4.1 INTRODUCTION 

 

A work group is collection of two or more individuals, working for a common goal and is 

interdependent. They interact significantly to achieve a group objective.  For a manager it 

is difficult to manage group because of varied nature, personality   traits, attitude of 

individuals and personal interest in the group job   group members display on situations.  

It is therefore important for managers to understand group member behavior and deal 

effectively with the group because of the synergy they provide.  Manager should be able 

to achieve not only group objective but should be able to fulfill individual objectives 

within the overall organisational frame work 

Group members should be able to achieve greater (volume or quality) than the sum total 

of individual contribution.  This is achieved by joint idea generation, finding out various 

courses open, and selecting and implementing best course of action.  Because of the joint 

efforts  of the group, it possible to use skill, knowledge and experience of group members 

to achieve quality decisions and achieve group goals. Fred Luthans states that if a group 

exists in an organisation, its members:- 

 Are motivated to join 

 perceive a group as unified unit  of interacting people 

 contribute to various amounts to  the group processes 

 Reach agreement and disagreements through various forms of interaction. 

 

2.4.2 TYPES OF GROUPS    

 

1. Formal Group: Formal group is designated work group defined by the organizational 

structure. It is collection of employees who work together to contribute towards 

achievement of organizational objective. For example aircrew. Formal groups are formed 

based on the work and human resources required by skill, knowledge and experience to 

achieve organizational task.  In a manufacturing unit, the organizational task is sub 
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divided into groups   and teams.  Each group is composed of various members based on 

the human resource requirement.  

The members of the group report to a designated leader. They interact with each other on 

official level. 

                                                      Types of Groups 

 

      

Formal group                       Informal group 

 

Command   Task  Committee                         

Group  group   

 

 

                   Interest                       Psychological                Clique                       

                    Group      (Friendship)        groups                    

  

Figure 2.2: Types of groups 

 

2.   Command group:   It is formed to carry out a specific task.  There is a leader in a 

group who is also designated by the organisation.  He receives orders from  his superior 

and reports to him about group activities and performance.  A task group is made up of 

individuals from across the functional areas. They work together to complete a job/task.  

Task group boundaries are not limited to its hierarchical superior. Once the task is 

complete the group members   fall back to their respective parent groups.  

3.   Committee: The other form of formal group is committee.  It can be of permanent or 

temporary nature.  Planning committee, finance committees are of permanent nature, they 

keep working all along and have a designated authority to control the work.  There are 

temporary committees, which are formed to accomplish a one-time works   like 

committees formed at district levels to issue identity cards to citizens.  They are formed 

for specific work and are disbanded once they complete their job.  

INFORMAL GROUPS 



 75 

1. Interest groups: These are employees that come together for a common interest. For 

example employees interested in stage acting come together in the evening after the 

working and practice drama that they may present to the whole organisation. 

2. Friendship group: Informal groups are groups that are not formally organized in the 

work system to get the job done but develop on their own randomly at workplaces 

because of common interest and mutual liking of the group members.  For example two 

members of production department, supervisor and two members of body manufacturing   

department, HR department members and few Individual from finance dept may form a 

friendship group. This development takes place because of the interaction they have with 

each other during the official work.  Members from within one group or members from 

different department or even an organisation can form an informal group. The features of 

such groups are as under 

 Informal groups are formed by various members themselves if has no official sanctity. 

 These groups are formed based on commonality of culture, religious function, 

liking for each other and common interests. 

 Their contribution for success of formal group is immense if properly handled by 

official authority. 

 These groups evolve their own structure, elect their own leaders and have 

followers.  They work based on group norms, social norms and code of conduct. 

 They represent the human side of an organization 

 The group exists without any rigid rules.  Their common interest is bond for 

existence. 

           

3. Psychological Groups: ‗Emergent‘ behaviour is related to behaviour of group 

members as informal group and involving themselves in various activities, interactions 

and sentiments based on common interests, value system and social bondage they 

develop. When such informal group members develop highest level of sentiments or 

affinity among themselves and become aware of each-others needs and potential 

contribution to further group objectives.  These groups are called psychological groups.  

The distinct feature of such informal group is that the members become close knit, 

develops strong feeling of togetherness and get identified by the group.  A feeling that 
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‗we‘ belong to a particular group sets in deep into the behaviour pattern of all group 

members.  At times the strength of informal group identity becomes so strong that the 

members are more loyal to their friendship group as compared to their normal group.  

The managers restructuring the task activities and using appropriate group processes to 

channel the emergent behaviors in a way that will help organizations to achieve its goal 

this phenomenon can be used effectively for the betterment of organization.   

 

2.4.3 THEORIES OF GROUP BEHAVIOUR 

 

1. Propinquity Theory of Group Behaviour (George Homes 1950-60) 

Propinquity   means affiliation that may be due to spatial or due to geographical 

proximity.  Group Behaviour   refers to activities, interactions and sentiments.  In any 

organisation, the behaviour of a group   is analyzed based on ‗required‘   behaviour that 

refers to those actions the organisation expects employees to perform effectively.  It 

relates to the job that   each group has to perform.  The instructions for job performance 

are communicated to the group by way of job description, meetings, instructions by 

supervisors to the workers and other formal   instructions that may be used from time to 

time.  The managers expect that the employees follow these instructions in letter and 

spirit. While on the contrary, members of the group display an emergent behaviour.  It 

refers to the activities the members get involved in the workplace, which are of private 

nature and applicable to common interest of the members of the group. Whatever be the 

type of behaviour, each member is involved in various activities, carryout interaction 

with group members and develops sentiments. Let us see as to how does this 

phenomenon occur?  Activities are those behaviours when a group member is involved   

with other member or group to perform his duties as is laid down in the work schedule.  

More complex the job and critical nature of work,  more will be the activities involved. 

These are certain activities like chatting or taking coffee together is called emergent 

activities that the group often gets   involved.  Activities   that are required to be carried 

out officially with the other members of the group involve interaction.  Group member 

also interact with other members on social platform which may be called emergent 

behaviour that relates to feelings, beliefs and values held by group members.  All these 
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Activities requires interaction and exchange of knowledge, know how and ideas to 

perform. More of such interactions develop a bond of friendship (or even hate) among the 

group members.  Apart from official side there are certain impersonal side of   

organisational systems and process that must  be promoted for  better group member 

relationship for higher productivity and conflict free organisational work environment.    

   

2. Balance Theory 

Balance theory was proposed by Theodore Newcomb that states that ―persons are 

attracted to one another on the basis of similar attitudes and common interest relevant to 

some object or a group goal.   

        

    

A      B 

 

Life style, work, authority, 

religion, politics. 

 

          C  

 

             Figure 2.3- Common attitude and value system 

 

As a long as there is a balance the relationship lasts.  If due to some reason an imbalance 

is created efforts are made by both to restore the balance by compromising.  If that does 

not work the relationship is broken.  Reasons for maintaining relationship is based on 

common interest in politics, religion, similar life style, authority etc.  In the Organisation 

interest it is the responsibility of the manager to ensure to ensure effective functioning   

of the group. 

 

3. Exchange Theory 

Exchange theory is based on cost - reward relationship.  Every individual before joining 

the group evaluates its outcome; if he feels that the outcome (reward) is greater than the 
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cost (efforts) he puts in, he joins the group.  It should be noted that an individual joins 

group if a minimum positive level of outcome exists in order to establish attraction and 

affiliation to take place.  The cost of relationship or affiliation is measured in terms of 

outcome that relates to fulfillment of various levels of needs of an individual. 

 

2.4.4 GROUP DYNAMICS  

 

Group dynamics is concerned with interaction and forces between group members in a 

social situation.  Concept of group dynamics was first evolved by Kurt Lewin in 1930s 

who viewed the concept from the perspective of internal nature of group, why they form, 

how they form, the structure of group, how they function and its effect on other group 

members, other groups and the organisation. Following concepts are relevant for the 

study of group dynamic. 

 

Norms  

―Group Norms are set of beliefs, feelings, and attitude commonly shared by group 

members.  These are also referred to as rules of standards of behaviour that apply to 

group members‖.   These are prescriptions of behabiour accepted and determined by the 

group. Groups have established norms, that is - norms tell members what they ‗ought‘ 

and ‗ought not‘ to do; a thing under certain circumstances. From an individual stand 

point; they tell what is expected of them in certain situations.  When agreed to and 

accepted by the group members, norms act as a means of influencing the behaviour of 

group members with a minimum of external control.  Norms differ among groups, 

communities and societies, but they all have them.‖ The group norms that are favourable 

to the organization are organizational pride, team work, honesty, security, planning and  

customer relations.  The norms about profitability   and supervision were unfavorable to 

the organization  
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Types of Norms 

Norms may differ from organisation to organisation, nature of work and the location.  

Following norms are generally found and practiced by all the organisations. 

(a) Performance Norms: Performance standard is set by the individual worker and 

approved by the superiors.  These are generally Norms industry standards prevailing in a 

particular type of industry and restricted to geographical limits.  All the individuals are 

expected to fulfill their task within the stipulated time.  If some worker is slow and 

cannot cope up with the workload, is assisted by other group member.  On the contrary if 

some worker produces more than what is required to do is reprimanded by the group 

members and discouraged to produce more than upper limits set by the organization so 

that management does not raise their expectations. 

(b) Appearance Norms: Appearance norms are related to dress code and code of 

conduct in the organization.  In good organization dress while on work, dress for sports 

function or for dinner are laid down.  In defence services such norms are inbuilt in the 

organizational culture.  As regards to code of conduct, an individual is expected to be 

loyal and display total dedication to the organization he serves.  Workers are not expected 

to report about fellow workers to the superiors.  In the same way members are not 

expected to divulge company secrets to any other organization, no matter how much 

tension prevails between workers and management. Group norms are a very powerful 

tool for high productivity and maintenance of peaceful   relationship among the fellow 

workers.  

(c) Behaviour Norms: the management issues guidelines for general behaviour so that 

all the employees display behaviour in an identical manner. These guidelines may cover 

various aspects relating to the work.  This may include time management, punctuality, 

salutation, showing respect to the views of   other member‘s behaviour while on shop 

floor and level of professionalism that an individual should possess.  These norms 

eventually take the form of organization culture and are very useful for bringing down the 

conflict or stress level among the group members 

 

Status: Status refers to the official   position enjoyed by   an individual in an 

organization.  It is importance and deference that people give to others.  People at higher 
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level who have devoted themselves and brought credit to the organisation enjoy higher 

status. They therefore exercise more control over their subordinates.  Those who are more 

competent have more say in group decision making as compared to low status individual. 

All the members in a group do not enjoy equal status.  Standing of a person in a group 

depends on various factors as mentioned below: 

 Personal attributes  

 Charismatic disposition     

 Demographic characteristics  

 Educational level, experience, length of service in the organisation  

 Expertise 

 Proven track record in accomplishing group task. 

 

2.4.5 SUMMARY 

Two or more persons make a group. There are formal groups and informal groups in an 

organisation. Formal groups have official sanctity while the informal groups are formed 

because of the social needs. Groups must be well knit. Norms are the right or wrong 

behaviour. Informal groups are having high bondage due to the norms they follow. Group 

dynamics is the interaction between the group members for smooth functioning of the 

organisation. 

 

2.4.6. KNOW YOUR PROGRESS 

 

Q.1. What do you understand by groups? What are various groups, explain in details. 

Q.2. What are the various theories of group formation? 

Q.3. What are various norms. What importance do they play for group cohesiveness? 

Q. 4. What is group dynamics, explain. 

 

2.4.7KEY WORDS 

Charismatic disposition                                         Exchange Theory 

Demographic characteristics                                 Propinquity Theory 
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Behaviour Norms                         Balance theory 

Appearance Norms                                               Group dynamics 
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2.5 GROUP DECISION MAKING 

Objective: The objective of this section is to understand the following:  

 The decisions are taken by the group members in the organisation. 

 Group decisions are better to implement as the decision makers are the 

implementers. 

 The model of decision making  

 All the members of the group are part of the decision making and that they have 

enough skills and the ability to take decision. 

 We will study various methods of better decision making. 

Structure  

2.4.1 Introduction 

2.4.2 Decision making model 

2.4.3 Guidelines for effective decision 

2.4.4 Techniques for effective decision making 

2.4.5 Summary 

2.4.6 Know your progress 

2.4.7 Further reading 

2.4.8 Key words 

2.4.1 INTRODUCTION 

Performance of a group involves taking into account the needs and an opinion of every 

group member, being able to come to an equitable decision as efficiently as possible is 

important for the functioning of the group. There are a variety of ways to make decisions 



 83 

as a group; the seven-step decision-making model presented below offers an effective 

structure for choosing an appropriate course of action for a particular task. It can also be 

an effective method for dealing with a problem or interpersonal conflict that arises within 

the group.  

2.4.2 DECISION MAKING MODEL 

Identify the decision to be made. Before beginning to gather information and list 

alternatives, it is important for you as a group to understand clearly what you are trying to 

decide so you have a goal on which to focus your discussions. Potential questions to ask 

are: What are the particulars of the assigned task? What are we being asked to do? What 

conflict is affecting our group effectiveness? What barrier to effective group work are we 

facing?  

1. Analyze the issue under discussion. Once you have defined your goal (i.e., the 

decision to be made or the problem to be overcome), examine the data and 

resources that you already have, and identify what additional information you 

may need. Ask yourselves: What is causing the problem? For whom is this a 

problem? What is wrong with the current situation? Why do we need to deal with 

this issue/decision? Where else can we find resources?  

2. Establish criteria. Identify the criteria or conditions that would determine 

whether a chosen solution is successful. Ideally, a solution will be feasible, move 

the group forward, and meet the needs of every group member. You may want to 

rank the criteria in order of importance (for example. circumstances may be such 

that some issues may not be fully resolved). Consider these questions: What 

would make a solution/decision successful? What issues need to be dealt with in 

the solution? What criteria will help us determine whether everyone is happy with 

the solution/decision? Are some criteria more necessary than others? 

3. Brainstorm potential solutions. Using the resources and information collected 

above, brainstorm for potential solutions to the problem or decision identified in 

step 1. This involves collecting as many ideas as possible. At this stage, ideas 
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should not be criticized or evaluated. Some questions to ask include: What are 

some possible solutions that would meet most of our established criteria? Are 

there any options that we may have overlooked? What could we do in the absence 

of constraints?  

4. Evaluate options and select the best one. Once you have a list of potential 

solutions, you are now ready to evaluate them for the best alternative according to 

the criteria identified in step 3. Remember that you may be able to combine ideas 

to create a solution. Ideally, everyone would agree with solution (a consensus), 

but it's possible that not everyone will. In this case, you will need to use a 

different decision making methods (see methods in next section). Additional 

questions to ask when evaluating alternatives are: What are the pros/cons for each 

option? Which option is the most realistic to accomplish for now? Which option 

is the most likely to solve the problem for the long-term?  

5. Implement the solution. This involves identifying the resources necessary to 

implement the decision, as well as the potential obstacles, then taking action. 

Decide: What should be done? How? By whom? By when? In what order?  

6. Monitor and evaluate the outcome. Based on the criteria identified in step 3, 

evaluate whether the decision was successful. If not, revisit step 4 to evaluate the 

other options or generate new ones.  

2.4.3 GUIDELINES OF EFFECTIVE DECISION MAKING 

 

1. Make sure that the purpose of the group is well defined and clearly understood by 

all the group members. 

2. Leader of the group should ensure that all the members of the group communicate 

with each other freely and that everyone understands each other‘s roles and the 

aspirations. 

3. The group must be represented by individuals who will implement the decisions 

and be affected by it. 
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4. Leader must ensure that the individuals have access to information and other 

resources that is going to contribute to successful decision making. 

5. All the members of the group should have skills and expertise to arrive at a 

decision. 

6. Be sure that the members of the group are committed to the decision they make 

and that the decision is vital for the functioning of the group. 

7. Ensure that there is a free flow of opinion and the members arrive at a decision in 

an environment of mutual understanding without any fear or the favors. 

 

2.4.4 TECHNIQUES OF GROUP DECISION MAKING 

It is necessary to arrive at effective decisions that are creative in nature and simple to 

implement. Following techniques are used to make effective decisions. 

 

1. Brainstorming: Brainstorming sessions involve group of people sitting in a class 

room environment and generating ideas to solve the problem. The focus is on collecting 

as many ideas as possible rather than the quality of ideas. The ideas are invited by the 

leader in free environment. These are listed out on the board so that all the members of 

the group can see it and improve upon the same. No judgments are made. Even wild ideas 

are welcomed. Participants are encouraged to improve upon the ideas presented by the 

other members. The objective of the exercise is to generate a pool of ideas so that there is 

a chance to select the best idea out of th pooled information. The session generally starts 

leader giving out the problem faced by the organisation, and solutions are then invited 

from the group of members sitting in the hall. This technique is effective when the 

problem is simple. In complex situations the problem can be broken down in smaller sub 

problems and each of these can be handled one at a time. 

 

2. Delphi technique: Delphi technique is a modification of brainstorming technique. In 

this technique the opinions are obtained from the experts who are geographically 

separated from each other. Generally, the type of problems handled by this technique is 

general in nature like eradication of poverty techniques or how to improve educational 



 86 

standard in particular region. Following steps are taken to implement gathering of 

solutions to the problems faced.  

 A problem is identified and a questionnaire is prepared. 

 List of experts in the field are identified and later contacted.  

 The questionnaires are sent and the answers are invited in a specific time period. 

 Once the answers are received these are later compiled by the cetral coordinator 

and the gaps are identified. A second questionnaire is made and again sent to the 

experts for their opinion and fresh inputs are invited.  

 The process carries on till the time the coordinator feels that the adequate inputs 

have been received and the gaps are filled in. 

 In the end the report is prepared and later implemented. 

The advantage of this technique is that the opinion of the experts in the field are invited 

the responses are not influenced by the other members opinion. Large pool of good 

decisions is available for decision making. The disadvantage is that this technique takes 

large amount of time and the responses may not be 100 %. It is deprived of face to face 

contacts and its benefits. 

3. Nominal technique: The nominal group technique is similar to the brainstorming 

method of group decision making. Nominal technique is highly structured procedure 

employed for generating and analyzing various ideas and alternatives. It is highly 

technical in nature and hence more effective. The salient points of this technique are as 

under:  

 Experts are invited for group decision making and made to seat in a hall 

independently. 

 Leader writes down the problem on the board for everyone to sea and invites 

comments and recommendations from al the participants independently. 

 Participants‘ writs down the ideas without consulting each other. The ideas are 

later handed over to the leader/facilitator in writing 

 The ideas are later written down on the board and the comments are invited from 

all the participants without any hesitation.  

 Participants are asked to accord priority to the ideas presented.  
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 The idea having highest score is considered to be the right solution to the 

problem. This idea is later implemented by the organisation as an expert solution 

to the problem. 

This method is considered as a step better than the brain storming method as the members 

are not influenced by the decision of others as the work is done independently without 

any interference. This method promotes creativity among the participants.  

 

4 Fish Bowling: Fish bowling method of group decision making is more  

Constructive and decisions are arrived at after due process of discussion, filtration and the 

brain storming of various participants who are experts in the subject in question. The 

process of fish bowling is as under: 

 All the experts are seated in a circle. One of the members of the team is invited to 

seat in the centre of the circle. 

 The person who is in the centre expresses his views relating to the problem and 

suggests solution.  

 The members question the person relating to the various aspects of the solution 

and a fine tuning is done to the solution. 

 Once the person sitting in the centre finishes his job, joins the circle and another 

member seats in the centre and gives out his view and comments on the solution 

given by the preceding members.  

 The process continues till all the members have taken their turn. By this time, a 

clear two or three good solutions are available. Members select one of the 

solutions with consensus. This solution is later implemented by the organisation 

as group decision. 

 

5. Didactic Interaction: This technique is applicable to a problem that is ‗yes‘ or ‗no‘ in 

nature. For example decision relating to expansion of industry or introducing new 

product or buying a plant or machinery. Experts in the field are invited for decision 

making. The group is divided in to two sub groups; one supporting (yes) the decision and 

the other not supporting the decision (no). The first sub-group lists all the ―pros‖ of the 

problem solution and the second sub-group list all the ―cons‖.  These two sub-groups 
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meet and discuss their findings and their reasons. After exhaustive discussions, the 

groups switch sides and try to find weaknesses in their own original view points. These 

interaction of ideas, mutual understanding between the members, criticizing own decision 

after swapping the positions are the hallmarks of this group decision making The 

outcome is mutual acceptance of facts and opinions resulting in a sound decision. This 

decision is later implemented by the organisation  

 

2.4.5 SUMMARY 

 
No organisation is free of any problem. It is the leader who will generally identify the 

problems the organisation or the department is facing. He will try and resolve minor 

problems and keep the wheels of the organisation moving. Group decisions are better 

because views of the members of the organisation are considered. The decisions are 

easier to implement since all the members are party to decision making. Decisions must 

be brain stormed, alternatives selected and after lot of debate a right solution is selected 

and implemented. Members of the organisation taking decision must have adequate 

knowledge and skills. They should have adequate respect for each other and be 

communicative. They must be committed to the decision and good of the organisation 

must be the priority of all the employees taking part indecision making. There are various 

methods of group decision making. The leader must select one of the method and have it 

implemented. Time and the resources, availability of experts and the impact of decision 

on the organisation are important factors that must be considered. Once the decision is 

arrived at, it must be implemented and feed back obtained. If the feed back is positive the 

decision is considered to be good. IN case the decision is not giving the desired output, it 

needs to be reviewed. 

 

2.4.6 KEY WORDS  

Didactic Interaction Brain storming 

Fish Bowling 

Nominal technique 

Delphi technique 
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2.4.7 KNOW YOUR PROGRESS 

Q.1. What is the model of group decision making? 

Q.2. What factors will you consider before taking the decision 

Q.3. What are various method of group decision making. Which method , yu feel is better 

for group decision making. Give your reasons. 

 

2.4.8 FURTHER READINGS 

1. Chandan. JIt. S, Organisational Behaviour; Vikas Publishing House, New Delhi. Third 

Edition 2005. 

2.. Kondalkar V G; Organisational Behaviour; New Age International Publishers (P) Ltd 

New Delhi; First Edition 2008 (Reprint) 
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3.1 VALUES AND ATTITUDES 

Objective: After studying this sub unit on Values and attitude the students will able to 

understand the following:  

 It is important that all the individuals must possess basic Indian values to be 

successful in life. 

 Values are important and it guides human behaviour. 

 Relationship of values and the attitude   

 Values shape the personality of the individual 

Structure 

3.1.1 Introduction 

3.1.2 Values and Attitude 

3.1.3 Types of values 

3.1.4 Rukeach value survey 

3.1.5  Attitude 

3.1.5 Components of attitude 

3.1.7   Cognitive Dissonance Theory 

 

  3.1.1 INTRODUCTION 

In this unit we sill study Value, attitudes, Learning, communication, and meaning and 

determinants of organisational behaviour. All these factors are interlinked with each other 

and decide the personality of an individual. The study of Organisational Behavior is 

related to individuals, group of people working together in teams and under a specific 

organisational structure. It relates to the expected behaviour of an individual in the 

organisation.  Value represents individual‘s standards, faith ideals or even events and 

activity. Value shapes our attitude and behaviour. ―Attitude is a tendency or 

predisposition to evaluate an object or symbol of that object in a certain way‖.  In effect 

attitude is used in a generic sense, as to what people perceive, feel and express their 

views about a situation, object or other people.  Attitude cannot be seen, but the 
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behaviour can be seen as an expression of attitude. Learning brings relatively permanent 

change in human behaviour that occurs as a result of experience. All complex behaviour 

is a learned behaviour. If we want to predict and explain behaviour, we must understand 

how people learn. Learning involves change in behaviour. Communication is the most vital 

element of any organization. Without communication an organisation would only be an assembly 

of men material and processes, which are inoperative. Organisational effectiveness depends upon 

the quality of communication.  

 

3.1.2 VALUES AND ATTITUDE 

In this section we will study in details what is value. How it affects human behaviour. 

Values, its types and finally the details of Terminal values and the Instrumental values as 

proposed by Rukesh Value Survey. Finally Allports model of various types of model is 

presented for ease of understanding.  

1. Understanding of Values and Attitude: When we say that the individual should be 

loyal to the organization one serves, is an expression on individual‘s standard, faith or an 

ideal he carries with him as a part of his personality. Attitude can be defined as 

individual‘s feelings about or inclinations towards other persons, objects, events or 

activities. Attitude encompasses such affective feelings as like and dislikes and 

satisfaction and dissatisfactions. Our needs, past experience, self-concept and personality 

shape the beliefs, and opinions we hold towards the perceived world.For example all 

employees must be truthful (value) and I find Mr. X is not speaking the truth in a 

particular situation and if he persists in lying.  I therefore, do not like Mr. X [my 

perception] and do not take him at the face value [attitude].  When an opportunity arises, 

I try to get rid of him [Behaviour].  It is therefore necessary that our attitude is not formed 

on the basis of wrong inputs and the behaviour is controlled. Attitude is either favorable 

or unfavorable, concerning object or people. When I say, ―I like my job‖, what I am 

doing is expressing my attitude towards the job I do.  Parents, teachers and peers shape an 

individual‘s attitude.  We try and behave as our parents, teacher or peers do.  We try to 

imitate them throughout our lives.  Value is very important constituent of an individual‘s 

life.  It is the broad frame of behaviour.  Values are imbibed by an individual based on 

inheritance and environment.  Value is more permanent while the attitude is less stable 
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and can be changed.  Advertising agencies do precisely the same and attempt to alter your 

attitude towards a particular product or services.  In an organization, attitude is more 

important because it affects the job behavior. 

2 Values: Is racial discrimination right? Is quota in education institutes and government 

jobs right? The answers to these questions are value laden. Some body will say positive 

while the large number of people may be against it. Values are beliefs and are defined as 

beliefs about what is desirable and ―good‖ (freedom of press) and what is undesirable or 

bad (dishonesty). Value represents basic conviction that ―a specific mode of conduct or 

end state of existence is personally or socially preferable to an opposite or converse mode 

of conduct or end state of existence‖. A manager who believes strongly in the work ethics 

will tend to voice attitudes towards workers or work practices as a means of reflecting 

this value and say ―you got to work harder, that has been the custom and tradition of the 

organization and reason for being in the present position.  Value has contents and 

conviction element.  Every person has value inbuilt in him; it is faith that he deposes in 

certain ethical aspects.  The list of such values is endless; nonetheless a person has 

hierarchy of value system.  It is nothing but various values that he nurtures and its 

relative importance, which can be called as content and intensity. Value system is 

identified by the relative importance we assign to various values such as Truth, non-

violence, equality and so on. Values are stable.  They are genetically inherited to a large 

extent of the total value possessed by and individual.  Balance is environmental.  They 

are stable in nature value do not change. If you like non-valance, or equality, you would 

always tend to live in peace, preach peace and give equal opportunities to your 

subordinates. Value is important in the study of science of human behavior. Value will 

dictate attitude and human behavior in the organisation. Organisation culture plays a 

dominant role in the productivity of the organization Culture is formed by value system 

practiced by all employees.  Its promotion is related to the performance, the workers 

would put in hard work.  On the contrary if promotion is based on seniority the efficiency 

of the individual will be drastically   reduced. Value and culture therefore plays a decisive 

role in motivation and employee productivity. 
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3.1.3 TYPES OF VALUES 

1. All port and associates described six types of values.  These are discussed briefly as 

follows: 

(a) Theoretical value:   Theoretical value is related to importance and discovery of 

truth through rational approach. If all the employees practice truth in true sense, the 

organisation would operate itself and there won‘t be any need for supervision. Truth is 

such a powerful value that the British Empire had to leave Indian soil. 

(b)  Economic value: It emphasises usefulness and practicability of resources, efforts 

put in by individuals and the consequent value derived there from. If the project is 

economically viable (in a very large sense) then it can be undertaken. Economic value is 

appreciated from a very broad  sense and it spells apart from economics of the issue. It 

also adds human value into it, when it is considered. It is the human aspect, which makes 

economic value enlarged. 

(c) Aesthetic value:  It is form of Harmony. We believe that all work must be done in a 

smooth manner and that there is mutual understanding and sense of participation among 

all human elements. Aesthetic value is displayed by cordial relations between various 

levels of organization, effective communication, conflict free atmosphere and very 

congenial work environment.  The work in organizations, which has aesthetic value 

system among workers, is done in harmony, peace and participation of one and all. 

(d) Social value:  Is related to love of people, sense of belonging and an attitude of 'we‘ 

feeling. Such value is very important in the organization that brings together the 

employees which are bound by a sense of participation that leads to high level of 

motivation and high productivity. 

(e)  Political value: It refers to power and influence in the organization.  Right people 

must be placed at the right positions so that they are able to influence  the people  

(f) Religious value:  As name suggest it is related to display of value which would 

bring unity and understanding amongst the people in the organisation based on common 

religious platform. This value is no more is being preached in organisation as cross  

section of   people are now working in organisation world over.  However, the positive 
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impact on work environment in the organisation cannot be underestimated based on 

religious value. 

 

3.1.4 RUKEACH VALUE SURVEY (RVS) 

 

Milton Rokech a pioneer in studying human values. His research is known as the 

Rokeach value survey (RVS). The RVS consists of two sets of values.  The first sets of 

Terminal value refer to desirable end state of existence.  These are the goals that a person 

would like to achieve in lifetime. The second set is called instrumental values; it refers to 

preferable modes of behavior. These are means of achieving Terminal values. The details 

of both the value sets are given below in figure below: 

                                               VALUES 

   Terminal values                                                  Instrumental values 

  World of peace                                                      Honesty 

   Happiness                                                             Hardworking 

   Prosperous life                                                      Broad minded 

   Equality                                                                Capable 

   Peace                                                                     Cheerful 

   National security                                                   Forgiving          

   Freedom                                                                Forgiving 

   Salvation   .                                                           Helpful     

   Social recognition                                                  Imaginative 

   Wisdom                                                                  Independent 

   Mature love                                                            Intellectual 

   Self- respect                                                            Logical 

   Friendship                                                              Loving  

   Inner Harmony                        Obedient                               

   Polite                          Responsible 

   Self controlled 

 

Figure3.1 -Details of terminal and Instrumental Values 
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3.1.5 ATTITUDE 

 

According to G.W. All port, ―Attitude is a mental and neutral state of readiness organized 

through experience, exerting a directive or dynamic influence upon individual‘s response 

to all objects and situations with which it is related. ‖Krech and Crutchfield defined 

―attitude as an enduring organization of motivational, emotional, perceptual and cognitive 

processes with respect to some aspect of the individual‘s world‖ 

 

3.1.6 COMPONENTS OF ATTITUDE 

 

(a) Cognitive component:  Cognitive component of attitude is related to value 

statement.  It consists of belief, ideas, values and other information that an individual 

may possess or has faith in. Quality of working hard is a value statement or faith that a 

manager may have. 

(b) Affective component:    Affective component of attitude is related to person‘s 

feelings about another person, which may be positive, negative or neutral.  I do not like 

Maya because she is not hard working, or I like Mina because she is hard working.  It is 

an expression of feelings about a person, object or a situation. 

(c) Behavioral component: Behavioral component of attitude is related to impact of 

various situations or objects, which lead to individual‘s behaviour based on cognitive and 

affective components. I do not like Maya because she is not hard working is an affective 

component, I therefore would like to disassociate myself with her, is a behavioral 

component and therefore I would avoid Maya. Development of favorable attitude and 

good relationship with Mina is but natural. Individual‘s favorable behaviour is an 

outcome of the fact that Mina is hard working. Cognitive and affective components are 

bases for such behaviour. Former two components cannot be seen; only the behaviour  

(d) component can be seen.  
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(e)  

        

 

 

 

 

 

 

 

3.1.7 TYPES OF ATTITUDE 

 

Employees generally express their attitude in the following forms: 

(a) Job satisfaction: Job satisfaction is related to general attitude towards job.  A person 

having a high level of satisfaction will generally hold a positive attitude while dissatisfied 

people will generally display negative attitude towards life. When we talk about attitude, 

we generally speak about job satisfaction because they are inter-related in organizational 

behaviour.  

(b) Job involvement:  Job involvement refers to the degree to which a person identifies 

himself (psychologically) with his job, actively participates and considers his perceived 

performance level important to self- worth. (Robbins) . High level of involvement 

indicates that the individual cares for his job, that has an impact on high productivity. 

Higher the job satisfaction, lower will be absenteeism and employee turnover. 

(c) Organizational commitment:   Organizational commitment refers to degree to which 

an employee identifies himself with the organizational goals and wishes to maintain 

membership in the organization.  He wants to ―belong‖ to the organization and take an 

active part in the its functioning. Absenting or resigning from the job versus job 

satisfaction is a predictor of organizational commitment. The concept has been very 

popular in the recent times.  Organisational commitment depends upon job enrichment 

Person/ 

Object 

/situation 

Cognitive 

Component  

Attitude 

Behavioural 

component 

Affective 

Component  
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factor and degree to which the workers enjoy autonomy and freedom of action while 

performing the job. 

 

3.1.8 COGNITIVE DISSONANCE THEORY 

 

Leon Festinger proposed cognitive dissonance theory in 1950s.  The theory seeks to 

explain linkage between attitudes and behavior. We have often observed workers saying 

that working conditions in an organization are poor. Does it mean that if the working 

conditions were improved the workers will achieve productivity? It is a difficult question 

to answer, because there is in-consistency between working conditions and its impact on 

changing of attitude of workers in relation to productivity. Festinger explains that 

dissonance is inconsistency and cognitive dissonance refers to any inconsistency or 

incompatibility that an individual might perceive between two or more attitudes, and 

attitude and behavior.  He further argues that  

(a)  Any form of inconsistency is uncomfortable and individual attempts to reduce 

dissonance or discomfort. 

 

(b)  Individual tries to reduce dissonance to achieve stable state of behavior.  For example 

Non-payment of tax (behavior) while propagating payment and displaying honesty 

towards social obligation (attitude) 

Reduction of dissonance 

Reduction of dissonance depends upon following three factors. 

(a) Importance of the issue, element or situation. If elements creating dissonance are 

unimportant, the pressure to correct behavior will be low. For example to prevent 

pollution (non-use of polythine bags) is not so important for an individual.  Therefore, 

though prevention of pollution is important but individual rarely show the concern and 

keep using polythine bags in day-to-day Life.  On   the other hand train driver, though 

does not want to run the train at odd hours of night but he has to make the living and 

hence he runs the train (behavior) in spite of the high degree of dissonance because it is 

related to high degree of rewards. 
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(b) Degree of influence individual believes he has on issue, element or situation. If 

one perceives that the dissonance is uncontrollable then one is less likely to change the 

attitude. Attitude change is a matter of conviction. It is voluntary in nature.  In such 

situation (because it is from within,) the pressure to change the attitude is more to reduce 

the state of discomfort.  For example voluntary disclosure of Income Tax scheme (VIT) 

introduced by the government. If an individual wants to reduce dissonance (tension of 

being caught if not paid) and if the degree of influence is high, then the pressure to reduce 

dissonance will be high and therefore individual will disclose his income (behavior). 

(c)  Reward that may be associated to the dissonance.    Rewards influence the degree 

to which individuals are motivated to reduce dissonance. If high rewards are associated 

with dissonance (discomforts) then individual will reduce tension, which is inherent in 

dissonance.  A reward acts as positive attitude change agent and further achieves 

consistency in human behavior. Voluntary disclosure of income scheme (VDIS) is a 

scheme where government asked people to disclose their income and that it would not 

ask the individuals about sources of their income. The scheme therefore attempted to 

reduce dissonance that led to heavy deposits in the banks. 

 

3.1.9 SUMMARY 

 

Individuals must possess basic Indian values and behave in an ethical manner. Value is a 

part of individual‘s personality. It is a specific mode of conductor an end state of 

existence, while attitude is person‘s feelings towards others. Values can be theoretical, 

economic, values, aesthetic, social, political and religious. Milton Rokesh carried out 

studies on values. He has identified two types of values. Terminal values and 

Instrumental values. Terminal values are end state of existence while the instrumental 

values are modes of behaviour and the path to achieve terminal values. Attitude is a 

mental state and neutral state of readiness organized through experience, exerting a 

dynamic influence to various situations. It has three components namely cognitive 

component, affective component and the behavioural component. Attitude is expressed 

through the level of job satisfaction the individual experiences, the level of involvement 

in the organisation‘s affairs and the commitment the individual worker has to his job and 
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to the group he is part of.. Leon Festinger proposed cognitive dissonance theory in 1950s.  

Festinger explains that dissonance is inconsistency and cognitive dissonance refers to any 

inconsistency or incompatibility that an individual might perceive between two or more 

attitudes, and attitude and behavior.  Any form of inconsistency is uncomfortable and 

individual attempts to reduce dissonance or discomfort. Individual tries to reduce 

dissonance to achieve stable state of behavior. Reduction of discomfort depends upon the 

importance of the issue to the individual, the degree of control the individual has on the 

issues or the situation and the reward that may be associate to the issue. If the issue is 

important and th individual has control over the situation and the rewards are high , the 

individual may have little discomfort and easy to reduce the dissonance. 

 

3.1.10 KEY WORDS 

Values, attitude,          Cognitive dissonance,                  Terminal values,  

Instrumental values,  Cognitive component,                  Job satisfaction,  

Job involvement                                                                Organisational commitment, 

 

3.1.11 SELF ASSESSMENT EXERCISE 

 

Q.1. Explain values, what are types of values. 

Q. 2 What are types of values as proposed by Rukesh value survey?  

Q. 3 What are various types of attitude and explain its components 
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        3.2 LEARNING  

         

 Objective: After studying this sub-unit, the students will be able to understand the 

following 

 How to adapt to new learning and modify behaviour 

 Learning is about progression and therefore an important part of life. The students are 

expected to practice the theories and enrich their personality. 

 Repetition is an essential part of learning. More you repeat more you retain. 

            

 Structure  

3.2.1 Introduction 

3.2.2 Theories of Learning 

3.2.3 Process of Learning 

 

3.2.1 INTRODUCTION 

 

          Learning is continuous process, which occurs all the time. We cannot see learning 

but we can see changed behaviour as a consequence of learning. Learning changes 

attitude of individuals to a large extent. An individual reacts to any situation or responds 

to instructions in particular fashion, that fashion or style is caused due to learning. 

Theoretical approach to learning incorporates behaviorist, cognitive and newly emerging 

social learning theories. Understanding of these theories is important to the study of 

organisational behaviour. 
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    3.2.2 THEORIES OF LEARNING 

 

a) Classical Conditioning (behaviorist theory): Classical conditioning can be defined as a 

process in which a formerly neutral stimulus when paired with an unconditional stimulus, 

becomes a conditioned stimulus that illicit a conditioned response.(Luthans 1995) 

               Pavlov an USSR human behaviour scientist propagated the theory. The 

experiment envisaged dog as a subject. Pavlov carried out this experiment in three 

sequential stages. In stage one, he presented meat  (unconditional stimulus) to the dog. 

He noticed a great deal of salivation (unconditional response). In stage two he only rang 

up bell (neutral stimulus) the dog had no salivation. In stage three, Pavlov was to 

accompany the offering of meat to the dog along with ringing up of bell. After doing this 

several times, Pavlov rang up only bell (without offering of meat to the dog). This time 

the dog salivated to the ringing up of bell alone. Pavlov concluded that the dog has 

become classically conditioned to salivate (response) to the sound of the bell (stimulus). 

It will be seen that the learning can take place amongst animals based on stimulus – 

response (S-R) connections. The study was undoubtedly single most famous study ever 

conducted in behavioral sciences. It was a major break through and had a lasting impact 

on understanding of learning. 

            This stimulus – response connection (S-R) can be applied in management. 

Historically when a CEO visits an organization, production charts are updated, 

individuals put on a good dress, window panes are cleaned and floors are washed. What 

all one has to do is to just say is that the Top Boss is visiting. You will find that all above 

work is undertaken (response) without any instructions. Because the people in the 

organization have learned the behavior (conditioned). It has caused a permanent change 

in the organisation‘s (S-R) connections. Robbins*2 states that classical condition is 

passive. Something happens and we react in a specific way. It is elicited in a response to 

specific, identifiable events. As such, it can explain simple reflective behaviors. But most 

behaviour – particularly the complex behaviour of individual organizations is emitted 

rather than elicited. It is voluntary rather than reflective. 
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(b) Operant Conditioning: Operant conditioning deals with Response-Stimulus   (R-S) 

connection. The concept was originated by Skinner. He felt that more complex behaviour 

couldn‘t be explained by Classical Conditioning concept. He states that most human 

behaviour operates based on the environment. Operant Conditioning is concerned 

primarily with learning as a consequence of behaviour (R-S). In Operant Conditioning 

particular response occurs as a consequence of many stimulus situations. Stimulus 

typically serves as a cue for a particular response. In his concept a ―response‖ is first 

evaluated out of many stimuli, which is environmental in nature. Behaviour is a function 

of consequences.  It is voluntary in nature. Re-enforcement increases the probability of 

occurrence. Behaviour is learned and is not a matter of reflects. If we create learning 

consequences, the probability of specific forms of behaviour increases. For example an 

individual will take a long trek (Response) to library because he knows he would be able 

to get a desired book (Stimulus), (R-S Connections). Individual would work hard(R) 

because he knows that he would be able to get praise, or even promotion (S). Operant 

Conditioning has greater impact on learning as compared to Classical Conditioning. 

 (c) Cognitive Theory: Edward Tolman was recognized as pioneer of Cognitive Theory. 

The theory consists of relationship between environmental (cognitive) cues and 

expectations. He used white rat in his psychological experiment of Cognitive theory. He 

found that the rat could run through critical path with particular intention of getting food  

(goal/objective). In the experiment, Tolman established certain choice points where 

expectations were established. The rat learned cognitive cues at various choice points, 

which would raise its expectation to move forward to the objective (food). Thus the rat 

turned to acquire food, based on relationship of Cues and Reward or expectations. This 

theory was later applied on human resources where incentives were related to higher 

performance. 

(d) Social Learning –behavioral approach: Social learning approach is a behavioral 

approach. The approach basically deals with learning process based on direct observation 

and the experience. It is achieved while interacting with individuals. In social learning 

people observe, alter and even construct a particular environment to fit in the social 

behavioral pattern. Individuals learn a great deal from watching attractive models and 

they copy their behaviour and display the same. Children copy the behaviour of their 
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parents, adults, and copy cinema actors/actresses in various styles. Social learning is 

practiced in organizations by observing various cultural, and established social practices. 

This phenomenon is distinctly visible in defence services where cadets opt for a 

particular regiment based on the performance of their instructors (role model). In 

industrial organizations leader must display a role model so that subordinates copy the 

style of functioning. An appropriate behaviour can be predicted   that would contribute 

towards achieving higher individual satisfaction level and organizational goals. The 

influence of model is central to the theory of Social Learning. The following processes 

determine the extent of influence that a model may have. 

 

 

         3.2.3 PROCESS OF LEARNING 

 Attention Process 

            It is human tendency to get attracted to impressive models especially those, which 

suits the individual‘s temperament and match expectations. This causes social learning. 

 Retention Process 

            Learning is basically adapting to a change on permanent basis. Models retention 

will depend upon the attractiveness of the model. Advertising agencies therefore project 

attractive models in promotion to their product or services. The advertisement retention 

aspect is at the core of the concept of the theory that the buyer must be able to retain 

maximum of what has been projected in the advertisement. Evaluation of such retention 

(learning) is measured by pre- test and post-test (advertising experiments). This will 

measure the effectiveness of learning through observation of a particular model. 

 Motor Reproduction Process  

            Motor reproduction deals with evaluating the impact of the model on individual. 

Does individual display the same behaviour as is displayed by the model? If the learning 

were effective then the learner would be able to display a desired  (reproduction) pattern 

of behaviour. 

 Re-enforcement Process  

            Individuals will be able to display positive behaviour or even attitude if a 

particular activity is rewarded by way of positive incentives. An accountant would be 
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able to maintain accounts correctly and produce a balance sheet when needed if he is 

encouraged, his work is appreciated or he is given monetary or non-monetary incentives. 

Re-enforcement is being practiced by various organizations to achieve a patterned 

behaviour free of conflict situations.  

 

3.2.4 SUMMARY 

Learning is a continuous process. Learning cannot be seen but consequences of learning 

are distinctly visible There are four theories of learning. The classical conditioning theory 

where, stimulus-response concept is used. This theory was proposed by Pavlav. This 

theory has brought out revolution in Russia pre World war II. Operant conditioning 

theory is opposite of classical conditioning. In this theory the response is prior to 

stimulus. Edward Tolman was recognized as pioneer of Cognitive Theory. The theory 

consists of relationship between environmental (cognitive) cues and expectations. Rats 

search for food based on the cues and undertake hardship to achieve the goals. These 

theories can be applied to the human resources for achievement of goals. The present 

theory is social conditioning where employees can learn from their master. The theory is 

based on role model. Learning can be more effective if attention is considered as the focal 

point By carrying out re-enforcement and the repetition the learning can be more 

effective. 

 

3.2.5 KEY WORDS 

Classical conditioning,                                          Operant conditioning  

Cognitive theory                                                    Motor production  

Re-enforcement                                                     Choice points  

Cues  

 

3.2.6 SELF ASSESSMENT EXERCISE 

Q.1. Explain learning. 

Q.2. What are various theories of learning? 
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 Q.3.What do you understand by stimulus-response concept. How it is applicable to 

various   learning theories  

Q.4. Explain classical conditioning theory of Pavlav 
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3.3 COMMUNICATION 

 

Objective: After studying this sub-unit the students will be able to understand  

 how to communicate,  

 what is the correct way of communication  

 Effective communication is necessary for success of the organisation in general and 

individual in particular. 

 Individuals should be able to identify the common mistakes and modify the same. 

Structure 

3.3.1. Introduction 

3.3.2..Communication process 

3.3.3. Means of Communication 

3.3.4 Non-verbal communication 

3.3.5 Structure of communication 

3.3.6 Network of communication 

3.3.7. Barriers of communication 

3.3.8 Summary 

3.3.9 Key words 

3.3.10. Self assessment exercise 

3.3.1. INTRODUCTION 

Managers have to communicate with subordinates and superiors. They spend more than 

75% of their effective time in communicating. It is communication which gives life to 

organisational structure. It is a thread that holds all units, sub units, processes, systems, 

culture together. If the communication stops, the organisation will cease to exist. 

Communication is vital for very existence of the organisation. Organizations have to 
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communicate is vital for very existence of the organisation. Organisations have to 

communicate with external organizations, agencies and incorporate various inputs for 

survival and growth. Communication not only integrates various sub units but shifts 

information of value acquired from environment to various departments, groups and 

individuals. An effective communication is an essence of successful managers. As the 

organisation grow, the role of communication becomes more critical. Therefore there is a 

need for adjustment in the communication systems according to shape, size, performance, 

location and the services that the organisation offers. Management needs to take 

employees in confidence and make them aware of organisational policies,  

(a) To keep employees abreast with external and internal environment. 

(b) Develop understanding and cordial relationship with management. 

(c) Development of team spirit, group task resolution and psychological bent of mind. 

(d) Promote creativity and innovativeness 

(e) Develop social commitment among employees 

(f) Make them aware of their rights, entitlements, and responsibilities 

(g) Prepare employees to accept and implement change 

(h) Prevent mis-information and counter rumors 

(i) Promote participative type of leadership model 

(j) Motivate employees by displaying an attitude of commitment 

3.3.2. The Communication Process 

Communication can be described as an impersonal process of sending and receiving 

symbols with meaning attached to them. When you make a communication there is a 

person called sender (source) who sends the message to other person who receives it (the 

receiver). The message is sent through a medium. Medium can be (a) written message (b) 

a verbal message (c) a message sent through some physical gestures or signs. When a 

message is sent there is a element of disturbance called ‗noise.   Strictly speaking receiver 

must receive a message as sender thinks he should and lastly the feedback. The 

communication process as shown on the next page: 
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                                           Figure3.2: Communication Process 

 

1. Source:  Source is an initiator of a message. He may be an individual or group or even 

an organisation. Sender is a person who represents source. When source decides to 

convey something – a message to the other party (receiver). Massage is an item of 

information. Message is required to be encoded that will depend upon distance, the 

receiver, time available (urgency) and availability of channel. 

2. Message: Message is information may be in the form of script. Message is what the 

communication is all about. Message may be composed of symbols like Dollar $. 

Encoding is a process of selecting an appropriate channel. Message had to be sent by 

Morse code in the Navy. They are even done today. For want of secrecy they can be 

ciphered, when such message is required, they are decoded by the receiver. Obviously, 

sender and receiver must have an identical code so that a correct meaning is assigned to 

the message by the receiver. 

3. Medium: Medium is also called channels through which a message is transmitted. It is 

the path through which the message is physically sent to the receiver. It may be face   to 

face communication where sender sends a message through some gestures. Telephone, 

tele-printer, computer network, Mobile phones and radio sets are used as medium for 

transmitting the messages. What is important is the compatibility of sender and receiver 

to use the medium. 

4. Receiver: The message is received by the person is called a receiver. Receiver is an 

individual who receives the message individually if it is meant for him or receives it on 

behalf of the group or organisation for which he is working. Receiver is also responsible 

Source (Sender) 

(a) Encoding 

(b) Message 

Transmission Receiver 

(a) Decoding 

(b) Interpreting 

Effect 

Feedback 
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to decode the message and interpret it in an appropriate manner. He must assign correct 

meaning to various symbols, gestures, words as is intended by the sender. 

5. Effect: Effect is the change in behaviour of receiver. He may pass on the message to 

the department who is to take action. He may ignore it. He may store the information. 

This will depend upon the perception, attitude and the skill of an individual. A message 

may contain simple information or it may affect value  which will lead to a reaction or 

generation of a new message for sender. It must be remembered that messages are for 

action or for information. Action messages are acted upon and information messages are 

acted upon for wide circulation as information only.  It is further stated that the principle 

of ―need to know‖ must be kept in mind while transmitting. 

6. Feedback: Once the message is received by the receiver, he has to either act uponn it 

or prepare a reply message to the originator> Feedback determines that the message is 

clearly understood and action taken. In a real organizational situation, it may be difficult 

to locate the original source of a communication.  A single communication may generate 

so many communications.  It is therefore a network and a single identifiable event. It is 

synergistic process in which elements operate in an independent and intricately 

interwoven fashion.  Communication generally takes the form of vertical and horizontal 

pattern. It is dependent on the form of organisational structure. Communication is 

superimposed on various appointments and related to the job. Psychological make up of 

the sender and the receiver is important so that positive outcome is achieved and thus 

organisational objectives are fulfilled. 

3.3.3 Means of Communication 

There are three primary methods of communication. These are written, verbal and non 

verbal form of communication. The choice as to which method to adopt would largely 

depend upon the location of the sender and receiver, ability, the nature of the message, 

urgency with which the information is required to be passed and the cost involved in 

passing or receiving the information. 

1. Written Communication:  Written communication is generally in the form of 

standing orders, policy documents, orders, instructions, notes, memos, formal letters, 
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demy official letters etc. These contain information of a permanent nature. Employees 

refer to these instructions as a basic document. Written communication is important to 

ensure uniformity of action, future plans and it provides permanent record for further 

reference. Written documents can be saved and stored. Because of introduction of 

computers and other electronic equipment information of very large size can be stored, 

compared with other information and required information can be retrieved in fasted 

possible time. It is great revolution. Volumes of information can just be stored in a single 

disc. Messages can be passed world over in a friction of a second with hundred percent 

accuracy with the help of electronic media. Written communication is lengthy, time 

consuming and have a high probability of leakage in respect of confidential documents. 

2. Oral communication: Oral communication is most common form of communication. 

Oral communication is used   when both (sender and receiver) are present. It is face to 

face communication. It is more effective than written communication because receiver 

not only hears the contents of the message but he is influenced by tone, pitch, gestures 

speed and even volume of conversation. Verbal communication is the best way of 

transforming individual with particular reference attitude, beliefs, trust and faith. Most of 

the education systems uses oral communication in learning. Leaders use oral 

communication in public address system to convey their point of view. Oral 

communication can also be used by using electronic media audio-visual conferencing 

where people can converse with each other even by being away from each other. It is a 

direct, simple form of communication which is least expensive and yet most effective. 

Feedback is spontaneous and any error in the message is corrected immediately.    

Oral communication promotes better relationship due to its personalized nature. However 

oral communication suffers from various disadvantages. Like lack of records, mis-

interpretation of message by receiver, filtration, distortions and giving the meaning to the 

communication which suits the receiver best. Oral communication to be effective must be 

specific, short, to the point and devoid of ambiguity of any sort. Grapevine is also a very 

powerful medium of communication where messages are passed by word by month. 

Grapevine is an informal way of transmitting information to maximum number of 

employees in a minimum possible time. Grapevine travels like a wild fire. Management 
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can use grapevine in a productive manner to convey a particular message. The greater the 

quantity of information that passes through the grapevine the less accurate it usually is. 

3.3.4 NON VERBAL COMMUNICATION 

Nonverbal messages are transmitted through gestures, facial expressions and through 

body language. It can also be expressed how one designs one‘s office and through official 

protocols. According Tipkins and McCarter facial expressions can be categorized as (1) 

interest excitement, (2) enjoyment – joy, (3) surprise – startle, (4) distress – Anguish, (5) 

fear – terror, (6) shame – humiliation, (7) contempt – disgust, and (8) anger – rage. Body 

language is known a ―Kinesics‖. A handshake is probably the most common form of 

body language  which convey a lot about a persons personality. Eyes are most expressive 

component of facial expressions, a glance, a stare, a smile or some provocative 

movement of the body conveys a lot. Facial expression can convey frustration, anger, 

arrogance, shyness, fear and other characteristics of a person that cannot be expressed 

through written or oral communication. Shrugging of shoulders expresses indifference, 

wink of eye an intimacy, and a palm on the forehead for forgetfulness. Knowledge of 

body language is very important and that should be carefully displayed. Manager should 

acquire adequate knowledge of non verbal communication to enable them to know their 

subordinates. 

3.3.5 STRUCTURE OF COMMUNICATION 

1 Downward communication:   Communication has a structure that is based on two 

things. First, the organisational structure and second the purpose the communication is 

intended to achieve. In hierarchical structure where there are various organisational levels 

the communication is from top to bottom. In this pattern the communication flows from 

superior to subordinates. It is in the written form like policy letters, standing orders, staff 

regulations, handbooks, procedure, manuals and the like. When it is verbal, it pertains to 

passing information about day to day functioning and operations. Verbal communication 

is as important as written communication and should be weighed on an equal footing. 

The communication to be effective must be clear, simple and specific. Superior should 

appreciate and understand the ability, level of perception and the language of recipient. 
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2 Upward communications:  Upward communication relates to communication being 

made by junior person to senior. This generally follows the reporting channel of 

command. The communication relates to reporting production levels, sales performance, 

reaction to certain orders and instructions. The communication reflects motivational 

condition of the employees. The flow of information from bottom to the top helps the top 

management to know the actions, attitude, opinion and feelings of people. Upward 

communication indicates the reaction of employee to the polices of the organisation. It is 

therefore necessary to ensure effective communication. Sharma (1997) suggests that the 

―Research also notes the tendency, at times of subordinates or for fear of appraisals or for  

seeking undeserved rewards place only that particular  information before the superior 

which he would like. They try to check the flow of such information which goes against 

them or which the superior is not likely to appreciate‖ Organisations must provide a 

climate and an incentive system that encourage upward communication. Management 

must evolve an ―Open door‖ system and employees must feel that their supervisors are 

always available to share their opinion, ideas, views that can be effectively used for 

decision making. Effective communication promotes ―We‖ feeling among workers.  

This type of communication refers to communication across departments or between 

people within or different departments. It dose not have a superior – subordinate 

relationship as downward and upward communication has. It is more informal in nature 

and is necessary in promoting a supportive organisational climate. It provides means by 

which supervisors, grass root level workers and managers organize and coordinate their 

activities without referring the matters to their respective seniors. Generally, people 

prefer accomplishment of work smoothly and therefore like to refer laterally. Production 

manager and marketing manager have to be in constant touch with each other to know the 

consumer expectations, market share vis-vis production levels. In the present Liberalised 

market scenario. Lateral communication is not only restricted to the internal departments 

of a particular organisation but enlarges to other organizations, government agencies who 

have to play a role in the business and even may extend to national and International 

levels. 
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3.3.6 COMMUNICATION NETWORK 

As stated earlier, it is the organisational structure that will to a great extent determine the 

communication network. In a typical centrally controlled organisation, communication 

generally revolves around a pivotal person. Like in production unit, production manager 

would be a pivotal person and all communication will flow down to supervisors 

(downward communication) and to the CEO/President/ Vice president (upward 

communication). Various type of communication is shown in Figure below: 

 

Fig3.3. A    Fig3.4. B         Fig3.5. C 

    

 

 

 

 

 

 

                      

 

 

 

Chain, Inverted Y‘ and ‗wheel‘ type of communication is used in centralized 

organisation. Chain type of communication is used where information flows upward and 

downward in a hierarchical manner. There is no lateral communication. This type of 

communication is best suited for organisations where reporting is strict and jobs are well 

defined. Lot of written communication takes place in the form of orders, instructions, etc. 

Inverted Y type of communication represents one person having two subordinates. They 

report to the designated boss. ‗Wheel‘ type of communication represents manager in the 

center having control over two superior officers. Wheel type of communication is very 

commonly used in most of the organisation as it provides faster problem solving. This 

type communication displays lack of flexibility and shows lowest job satisfaction. 
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  Fig3.6. D        Fig3.7. E 

 

            

            

            

            

             

 

 

 

Circle             

                                                                                                   All Channels 

‗Circle‘ type of communication is used by a member to adjoining members only. 

Communication is lateral. While ―all channel‖ type of communication is used by member 

to any member of the organisation. There is no leader but a person may assume 

leadership. Members experience a greater level of satisfaction. This is prevalent in 

decentralized organizations. decentralized networks are suitable to the organisations 

where jobs are complex and members have to interact with various departments. When 

the tasks are comparatively simple and of routine nature, centralized communication 

(Chain, Y, Wheel) is recommended. 

3.3.7 Barriers to Effective Communication 

When a communication is made by a sender, it must be received correctly by the 

receiver. Message must be interpreted by the receiver as has been intended by the sender. 

There are various problems like the message does not reach the receiver, problems of 

encoding and decoding, faulty selection of channel, wrong language or the interpretation 

of the message. The list can be long and unending these problems are called ‗Noise‘ in 

the communication. These problems can be classified as physical barriers such as 

physical distance, noise, attitude and sentiments of sender and receiver. 
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PHYSICAL BARRIERS 

1. Poor Timing:  A person must evaluate the timing of sending a message. Receiver must 

get adequate time to implement the instruction given in the communication. If the action 

on the message is required to be taken in a distant future, there is a possibility that 

receiver may forget the content of the message. Inadequacy of timing and a last minute 

communication is likely to put too much pressure on the receiver. Message therefore 

should be sent at an appropriate time. 

2. Choice of Channel:  Message can be sent in written, verbal instruction (face to face) 

or conveyed by electronic media, on line by telephone or using combinations. Routine 

messages should passed on verbally to your subordinates and the boss. Important 

messages should be followed in writing as a confirmation to verbal conversation. Face to 

face communication is more effective because of the body language of sender & receiver 

and also et provides spontaneous solutions to misunderstanding. 

3. Inadequate Information:  Too much or too little information is dangerous. 

Information must be of value, meaningful and related to the job of receiver. Volumes of 

information can be quickly sent any where around the globe. Information carries value if 

it is in the desired format and to the point. 

  4.  Organisational Structure:  Every individual in the organisation must know the 

channels of command and communication. They must also know the power centers. 

Authority and responsibility must be clearly defined so that the communication is 

directed towards the correct person and quick decision making is achieved. Information 

overload is dangerous. Secretary to the various managers must maintain a log book in 

which incoming and out going messages are recorded. Professional jealousy must not be 

allowed to interfere with various communications. 

  5. Information Overload:   Information may be passed to concerning individuals as it 

is needed. Excessive information causes information overload. Lot of information now       

can be handled by the individual due to computers. Excessive information causes 

confusion and may not be required. Network breakdown may also take place due to 

information overload. 



 116 

 6. Interpersonal Barriers: Effective communication largely depends upon the sender 

and receiver and their personal bent of mind, commitment to organisational effectiveness 

and the relationship they enjoy. Some of the important interpersonal barriers are 

discussed in the succeeding paragraphs. 

  7. Filtration:    Filtration is a process when sender deliberately wants to withhold 

information from reaching the receiver. It is done by manipulating the information either 

because the sender believes that all the information is not required or that the receiver is 

better off not knowing certain aspects of the information. Filtration takes place when 

subordinates send information to superiors based on the linking of the latter. Boss is told 

what he likes to hear. Therefore the information may be far from the truth. 

  8. Perception:   Perceptual process that operate in a situation may heavily influence the 

communication process related to receiving the information from the environment and 

interpreting and giving meaning to such information. It is human tendency to hear what 

he wants to hear and ignoring the information that conflicts with our thought process. 

This type of communication totally distorts the intent and contents of the message. Some 

of the perceptual situations are as under 

  9. Stereotype effect  

( i) Manager may perceive people who belong to one category or  another as stereotypes. 

It is general perception that old employees are not hard working, even if some of the old 

employees work hard. Individuals therefore must be treated distinctly as a separate 

individuals and their performance assessed accordingly. 

(ii)  Individual manager generally assess their subordinates based on one particular trait 

that he likes. If an individual is punctual, he may create a favourable perception because 

he likes punctuality. The other employee may be efficient in his job but he is  not 

considered favourably in his performance appraisal. It should be noted that  an individual 

is  evaluated according to laid down standards and not based on individual  liking.  

(iii) It is human tendency that a person expects his subordinates to act, think and behave 

as he does. If a manager works overtime he expects his subordinates to stay longer. This 

leads to limit the managers‘ ability to effectively deal with different situations and 

individuals.  
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Semantic Barriers: Semantic barriers refer to the interpretation of words, Abbreviations 

and symbols used by sender and perceived by the receiver. If receiver is likely to 

misunderstand symbol of   dollar, ($) it is better that ―dollar‖ is written in the script. 

Universally accepted symbols should generally be used in the written communication. 

Choice of wrong word or a comma at wrong place can change the meaning as to what is 

intended to be communicated and interpreted by the receiver. It is always desirable to 

repeat an important part of the message and ensure confirmation from the receiver. 

Power Position:  Authority, power and status of an individual in organizations affect 

communication between people interacting at various levels of hierarchy. While authority 

makes communication more authentic but may create social distance and therefore 

restrict communication due to ‗gap‘ that may be created. ‗Power centres‘ may not allow 

views of lesser powerful individuals in decision making process. Thus free flow of 

information may not exist in the organization, which is counter- productive for growth. 

Cultural Barriers:  Cultural differences can adversely affect the communication 

effectiveness. Due to liberalization multinational players are operating in India. It is 

therefore necessary to understand ethnic and cultures of various employees working in 

the organisation. Religious sentiments of the employees must be protected while 

communicating. Norms play an important role. Like working on Friday for Muslims, 

Wearing of White cloths by Hindu women in India etc. In some countries punctuality is 

not considered important as long as targets are met. Accordingly communicator must 

identify these barriers and identify cultural differences so that an all out effort is made to 

ensure effectiveness of communication. 

Sender Credibility:  If a sender‘s credibility is high the receiver will take and interpret 

message favorably. Conversely, if sender is not trusted receiver may try and interpret the 

message wrongly by deliberately giving hidden meaning to various words and may even 

distort the complete message. Communication of expert is generally taken seriously and 

acted upon favorably. Emotions also play an important role in communication. If receiver 

is happy and in a fine mood, he will receive and interpret message as intended by the 

sender but if the receiver is angry, frustrated and not in a pleasant mood the 

communication can be heavily distorted. 
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        3.3.8 OVERCOMING COMMUNICATION BARRIERS   

1. Improve Listening Skills:    An individual must be a good listener. Listening is ‗half‘ 

of whole communication. When one listens he also carry out concurrent mental 

interpretation of what he is hearing. Positive out look go a long way to ensure effective 

communication. Important points for good listener are as under  

 (a) Do not have preconceived ideas about a subject matter. 

 (b) Pay full attention to what is sender saying. 

 (c) Think as the sender thinks. 

 (d) Check back as to what you have received. 

 (e) Give time to time feedback on action taken on the message received. 

 (f) Keep the principle of ―need to know‖ in mind to avoid information                  

overload. 

 (g) Do not jump to conclusions. 

 (h) Do not have a prejudice mind and take every message independently. 

 

2. Improve Writing Skills:     When a message is intended to be sent, it is necessary to 

identify action addresses and information addresses. Text of the message should be 

simple and should clearly indicate as to what actions are required to be taken by the 

receiver. A well written communication in simple language has negligible chances of 

misinterpretation. Writing good message is an art and it must be practiced overtime. 

Basic principles of good written message are brevity, clarity and simplicity. 

           

3.3.9 SUMMARY             

            Effective communication is essential for the growth of the organisation. 

Communication relates to exchange of ideas, facts, opinion and feelings. It involves two 

parties and a message. Message may be verbally passed or sent through a written mode. It 

can even be by gestures, signals and symbols. Communication is a continuous process. It 



 119 

involves 1. sender 2. encoding  3.  message 4.  Medium of dispatch 5. decoding 6. 

receiver 7. action and 8. feedback. Communication should be upward, downward 

horizontal and diagonal. Formal communication is undertaken by superior-subordinates 

strictly as per the hierarchical structure of the organisation. Informal communication on 

the other hand is predominantly an outcome of social interaction with fellow workers. 

Communication have different patterns namely, chain, inverted Y, wheel, circle and all 

channel. Communication can never be smooth, it is affected by sender‘s and receiver‘s 

motive, attitudes and sentiments. Apart from the above poor timings of dispatch of 

communication, poor choice of media/ channel, incomplete information, organisational 

structure and related authority- responsibility relationship can distort communication to a 

large extent. Perception and motives play a vital role in interpretation of communication. 

Cultural diversity of employees, power position enjoyed by a person and his credibility 

add   new dimension to the communication effectiveness. Filtration, language, physical 

separation, status difference are also communication barriers. For effective 

communication a person must improve upon listening skill, written skill and have 

simplicity, brevity and clarity while interacting with people. 

3.1.10 KEY WORDS 

Power position                                                    Feedback: 

Cultural barriers                                                 Improve listening skills 

Writing skills                                                     Sender credibility  

Barriers                                                              Perception    

Filtration:     

 

3.1.11 SELF ASSESSMENT EXERCISE 
 

Q.1. Define communication. Why is communication important to the organization  

Q.2.     Explain in detail the communication process. 

Q.3.    What is ‗noise‘ in communication? 

Q.4     What are various communication barriers? How can they the eliminated. 

Q.5.   What is communication network? Explain. 

Q.6.   The key to good communication is ―The principles of brevity, clarity and 

simplicity‖  Explain above statement.         

Q.7   Write notes on : 
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a) Downward & upward examination. 

b) Formal communication. 

c) Informal communication. 

d) Language barrier. 

e) Communication channels. 

 

3.5 MEANING AND DETERMINANTS OF       ORGANISATIONAL 

BEHAVIOUR 

 Objective: After studying this sub-unit you will be able to understand  

 What is organisational behaviour 

 How individual behaviour can be predicted, controlled, modified tosuit the 

organisational requirements 

 Various behaviour theories enlighten the individual; and suggest ways to modify 

ones behaviour to be effective. 

 The subject of organisation behaviour is interesting and its scope is wide and 

useful in day to day functioning. It is behavioural science that every one is supposed to 

understand irrespective of the profession. 

Structure 

3.5.1 Introduction 

3.5.2 Concept 

3.5.3 Conceptual Foundations and Importance of OB 

3.5.4 Theories of Organisation Behaviour 

 

 

3.5.1 INTRODUCTION 

No two individuals are likely to behave in the same manner in a particular work situation. 

It is the predictability of a manager about the expected behaviour of an individual. It is 
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the human factor that is contributory to the productivity hence the study of human 

behavior is important. Great importance therefore must be attached to the study. 

Researchers, management practitioners, psychologists, and social scientists must 

understand the very credentials of an individual, his background, social framework, 

educational update, impact of social groups and other situational factors on behaviour. 

3.5.2 CONCEPT 

Managers under whom an individual is working should be able to explain, predict, 

evaluate and modify human behaviour that will largely depend upon knowledge, skill and 

experience of the manager in handling large group of people in diverse situations. Pre-

emptive actions need to be taken for human behavior forecasting. The value system, 

Emotional intelligence, organizational culture, job design and the work environment are 

important casual agents in determining human behaviour. Cause and effect relationship 

plays an important role in how an individual is likely to behave in a particular situation 

and its impact on productivity. An appropriate organizational culture can modify 

individual behavior. Recent trends exist in laying greater stress on organisational 

development and imbibing a favourable organisational culture in each individual. It also 

involves fostering a team spirit and motivation so that the organisational objectives are 

achieved.  

Scope 

 Personality  

 Employee motivation 

 Leadership 

 How to create effective teams and groups  

 Study of different organisational structures 

 Individual behavior, attitude and learning Perception  

 Design and development of effective organization.   

 Job design          

 Impact of culture on Organisational Behaviour  
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 Management of change  

 Management of conflict and stress 

 Organizational development 

 Organizational Culture 

 Transactional analysis 

 Group behavior, power and politics 

 Study of emotions 

 

The field of Organisational Behaviour does not depend upon deductions based on gut 

feelings but attempts to gather information regarding an issue in a scientific manner 

under controlled conditions. It uses information and interprets the findings so that the 

behaviour of an individual and group can be canalized as desired. Large numbers of 

psychologists, social scientists and academicians have carried out research on various 

issues related to organization behavior. Employee performance and job satisfaction are 

determinants of accomplishment of individual and organisational goals.  

Organizations have been set up to fulfill needs of the people. In today‘s competitive 

world, the organizations have to be growth-oriented. This is possible when productivity is 

ensured with respect to quantity of product to be produced with zero error quality. 

Employee absenteeism and turnover has a negative impact on productivity. Employee 

who absents frequently cannot contribute towards productivity and growth of the 

organisation. In the same manner, employee turnover causes increased cost of production. 

Job satisfaction is a major factor to analyse performance of an individual towards his 

work. Satisfied workers are productive workers who contribute towards building an 

appropriate work culture in an organisation.  Organizations are composed of number of 

individuals working independently or collectively in teams, and number of such teams 

makes a department and numbers of such departments make an organisation. It is a 

formal structure and all departments have to function in a coordinated manner to achieve 

the organisational objective. It is therefore important for all employees to possess a 

positive attitude towards work. They need to function in congenial atmosphere and 

accomplish assigned goals. It is also important for managers to develop an appropriate 
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work culture. Use of authority, delegation of certain powers to subordinates, division of 

labour, efficient communication, benchmarking, re-engineering, job re-design and 

empowerment are some of the important factors so that an organisation can function as 

well-oiled machine. This is not only applicable to manufacturing organizations but also to 

service and social organizations. 

Definitions 

 ―Organizational behaviour‘‘ is a field of study that investigates the impact that 

individuals, groups and organizational structure have on behaviour within organization, 

for the purpose of applying such knowledge towards improving an organizational 

effectiveness‖. The above definition has three main elements;  

First organizational behavior is an investigative study of individuals and groups.  

Second, the impact of organizational structure on human behavior. 

Third, the application of knowledge to achieve organizational effectiveness. These 

factors are interactive in nature and the impact of such behaviour is applied to various 

systems so that the goals are achieved. The nature of study of organizational behavior is 

investigative to establish cause and affect relationship.  

 

      OB involves integration of studies undertaken relating to behavioral sciences like 

psychology, sociology, anthropology, economics, social psychology and political science. 

Therefore, organisational behaviour is a comprehensive field of study in which 

individual, group and organisational structure is studied in relation to organisational 

growth and organisational culture, in an environment where impact of modern technology 

is great. The aim of the study is to ensure that the human behaviour contributes towards 

growth of the organization and greater efficiency is achieved.  

     Science of organizational behavior is applied in nature. Disciplines like psychology, 

anthropology and political science have contributed in terms of various studies and 

theories to the field of organisational behaviour. A leader should be able to communicate 

with his subordinate and keep them in picture as to the happening in the organization. 

People promote organizational culture for mutual benefit. Politics is often used to create 
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conflict with the aim of enlarging self-power base to the detrimental of organisational 

growth. Politics, in Indian context has made inroads based on religion, caste system in the 

decision making process which has led to formation of informal groups in the 

organisation which often exploit the organisation for fulfillment of personal goals at the 

cost of organisational goals. Conflict and manipulating power bases need to be handled in 

an appropriate manner to modify human behaviour and stimulate various individuals 

towards achieving higher productivity. Power dynamics plays a significant role in 

organization situations in different environment.  

NATURE 

(a) Organisation behaviour (OB) is a field of study that investigates the impact of 

individual; group and the organizational structure and systems therein, have on the 

organization as a whole. And utilize such knowledge for the improvement of the 

organization. 

(b) It is a study and application of knowledge about how people-individual and groups act 

within organization. 

(c) It strives to identify ways in which people can act more efficiently. It 

is a scientific discipline, it is applied science- effective practices and its extensions. 

(d) OB is valuable for examining the dynamics of relationship. 

(e) OB provides systems for international relationship for adopting processes like 

mergers and acquisitions. 

(f) OB describes, understands, predicts and controls human behavior by application of 

various models and theories. It heavily depends on the organizational culture, human 

psychology and emotions‘ 

3.5.3 CONCEPTUAL FOUNDATIONS AND IMPORTANCE OF OB 

 

The goal of presenting frameworks below is to better understand the complex 

phenomenon collectively called human behaviour. The field of organisation behaviour 

serves as the basis for modern human resource management. Prediction and control of 

human resources are critical to the goals of modern management. The goals of various 
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models that are given below is to understand, predict, and control human behaviour in the 

organisation. 

 

3.5.4 THEORIES OF OB 

1. Freudian Psychoanalytic Theory: Psychoanalysis is based on the assumption that 

each of us has an unconscious mind. The unconscious has thoughts, memories, and 

emotions, although it often affects our behaviour in an illogical fashion. The most 

influential theorist in the field personality has been Sigmund Freud (1856-1939) who 

conceived the first comprehensive theory of personality. Freud was convinced that 

―hysterical disorders‖ were rooted in forbidden childhood wishes and fears. He found that 

these feelings were invariably related to aggression or to sexuality, and the childhood 

experiences concerned with them had been forgotten until hypnosis or free association 

brought back the memories. These ideas are called psychoanalytic framework of human 

behaviour. Freud further stated that there are two types of mind, Conscious mind and 

unconscious mind. Conscious mind is only a small part of personality. The mind is like 

an iceberg, without conscious thoughts resembling the iceberg‘s small tip; beneath the 

surface-beyond conscious awareness-lies the massive unconscious mind. The 

unconscious mind includes instinctual drives and infantile goals, hopes, wishes and 

needs, and all memories that are not available to the conscious mind. These impulses 

have been repressed, or concealed from conscious awareness, because they are 

unacceptable and cause internal conflict. The process devised by Freud – to receive 

repressed memories and feelings, allowing them to be examined and understood is known 

as psychoanalysis. (Refer: Aquinas P.G., Organisational Behaviour Excel Books). The 

psychoanalytical concept contains Id, ego and super ego. These are explained in brief 

below: 

 

A. The Id Concept: The Id is the core of unconscious. It is unleashed raw, primitive, 

instinctual drive of an animal like part of personality. It sees no logic. This is the only 

aspect of personality that exists at the birth of a child. It is ‗infant‘ within a person that 

remains throughout the life. It operates on the principle of pleasure. It wants pleasure at 

all times. It follows no rule of logic, harbors no doubts, knows no time and has no moral 
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code. It avoids pains, and constantly struggle for gratification and pleasure. It is seen by 

sexual pleasure that a child displays even while sucking the milk of the mother. It is an 

important source of thinking and behaviour.  

 

B. The Ego Concept: Id is the logical part of the mind of an individual called ‗real‘ us. 

The ego operates on the principles of reality, and mediates between the demands of the Id 

and realities of the environment. The ego functions in an entirely different fashion. The 

part of the ego is conscious that obeys the rules of logic (reality), and reasons and learns 

from experience. It functions in a fashion that Freud calls secondary process thinking. 

Child learns not to touch the flame from experience after it gets the finger burned (ego 

state). But the love to catch the yellow flame is illogical (Id function). 

 

C. The Supper Ego: The Super ego is the third element of Freudian Theory. It can be 

best depicted as the conscious. The super ego provides the norms that enable the ego to 

determine what is right or wrong. Where the id demands gratification, the super ego seeks 

perfection. The super ego begins to develop in the child at the age of two or three when 

he starts learning the toilet habits.  

 

2. The Self-Theory of Rogers: According to Karl Rogers, human nature is basically 

good. People have a natural drive towards self-actualisation, which means the 

achievement of their full potential. The drive for self-actualisation is the basic drive 

behind the development of personality. Beginning as an early age, children evaluate 

themselves and their actions. They learn what they do is sometimes good and sometimes 

bad. They thus develop a ‗Self-concept‘ an image of what they really are, an ideal self, an 

image of what they like to be. People who are psychologically adjusted, or--in Roger‘s 

term--‗fully functioning‘ are able to assimilate all their experiences in to their self-

concept. Such people are open to experiences, aware, and not defensive; they have 

harmonious relations with others, and they have unconditional positive self-regard.  

 

3.  The Humanist Psychology Framework: The most humanistic psychologist Abraham 

Maslow proposed that people have a hierarchy of needs; the highest of those needs is 
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self-actualization, the fulfillment of a person‘s potential. He based his theory of 

personality on the characteristics of healthy, creative people who used all their talents, 

potential, and capabilities, rather than on studies of disturbed individuals as Freud had 

done. He identified the successful person and the common qualities they possessed. He 

then made the list of various personal qualities of Self-actualized persons. These contain 

various values.  

Key words 

Id 

Ego 

Super ego 

Know your Progress  

Q.1 Explain the concept of Ego 

Q.2 What is nature of OB. 

Q.3 Explain Freudian Theory. 
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Unit IV 

 

4.1 PERCEPTION-PERCEPTUAL PROCESS AND MANAGERIAL 

IMPLICATIONS OF PERCEPTION 

Objective: After studying this sub-section the student will be able to understand 

 How things are perceived, and why things are perceived differently people 

differently. 

 Manager are required to perceive things correctly to arrive at a correct decision 

 

 Various factors that distort the perception, must be corrected. 

Structure 

4.1.1 Introduction 

4.1.2 Concept 

4.1.3 Process-attribution theory of perception 

4.1.4 Managerial implication of perception 

4.1.5 Factors affecting decisions 

4.1.6 Common errors while judging others 

4.1.7 Summary 

4.1.8 Key words 

 

4.1.9 Check your progress 
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4.1.1 Introduction 

Perception is like beauty, which lies in the eyes of beholder. Individual differs in the way 

he sees, interprets and understands a particular event. A manager may perceive non-

attendance of duty by subordinate in a different way. Individuals may also differ in their 

opinion though the event or situation may be the same. For example, in an organization 

where lunch is served in a subsidized manner may be interpreted by the employees in a 

different way. An employee may perceive it as right to get a subsidized lunch, the other 

may feel that it is being given out of surplus of profits achieved by the organization while 

the third individual may state that it is mandatory for the management to provide lunch 

free of cost and that the management is not doing any favour to them by providing the 

lunch. 

Definition  

1. Perception is defined as a process by which individuals organise and interpret their 

sensory impressions in order to give meaning to their environment (Robbins)
 1. 

2. What one perceives may be different from objective reality. A person coming late on 

duty may be perceived as casual and tardy while there may be social problems faced by 

him. There is often disagreement among the individual in the organization in relation to 

pay and allowances, administrative back up, policies and procedures and the place of 

work itself. An individual who displays a positive attitude may perceive above factors as 

good and conducive to work environment while the others may consider them 

inadequate. Employees also compare themselves on job assignment. If a job is assigned 

to one individual who may consider the assignment in excess to his job entitlement on the 

contrary if he is not given the job, he may consider it as neglecting him in allocation of 

responsibilities. 
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4.1.2 CONCEPT 

Factors Influencing Perception: Following three factors influence the perception 

(a) The perceiver 

(b) The object 

(c) The situation 

            Perceiver  Situation  Object  

                 Personality  Time    Shape 

    Motives   Work setting  Size 

    Interests  Social setting  Shade 

     Past Experience    Sound  

     Expectations     Silhouette    

          Attitude     Movement 

           Background  

 

Perceiver 

When an individual looks at the object and attempts to interpret the same, what he or she 

sees it is largely influenced by the personal characteristics. Perception is a matter of 

attitude that can be positive or negative. Some workers would feel and perceive that the 

prevailing working conditions in the organizations are congenial for work and it 

contributes positively while for others, it would be critical and demand improvement. 

This is indicative of positive and negative attitude patterns. Motive is another factor that 

plays an important role in perception. Motive is nothing but unsatisfied needs. This exerts 

considerable influence on perception. Boss who is insecure perceives subordinate who 

does well as threat to his position. Personal insecurity is a threat to personal survival in a 

job especially if one is frequently transferred. Interest is persons liking for a particular 
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thing in an individual. May be some people get attracted to eyes of a girl because he has 

interest in the eyes while other person may be interested in hair style, therefore different 

person (perceiver) will perceive a girl based on perceivers‘ interest. It has also been 

observed in the work places that workers would display interest as per their liking. 

Students in the class when preoccupied are not attentive in the class. Past experience also 

plays an important role in perception. Just as interest narrows down one‘s perception so 

does past experience. In contrast past experience nullifies an object interest. For example 

second or subsequent visits to a historic place does not have that interest that a person had 

visited the historic place first time. Object or events that have not been experienced 

before are more noticeable and creates an interest. For example a female manager is 

noticed fast and creates an interest of how she handles the routine affairs or how does she 

responds to emergency situation.. Expectations can distort one‘s perception in what one 

sees and what one expects to see. For example power hungry police officer to be strict 

regardless of his actual traits. 

The Target   

Objects, events that are similar to each other tend to group together and have a tendency 

of perceiving them as common group for example. Blacks, Whites or Indians   etc. 

irrespective of their different characteristics. Physical and time proximity also leads us to 

perceiving a situation in a different form than actual reality. Increase in the sales volume 

may be attributed to newly posted sales manager. In actuality the increase in sales may 

have been the outcome of handwork done in the past by sales representatives and public 

contact. Soldiers in identical uniform and their uprightness is perceived as being strict, 

ruthless and tough, on the contrary they are sober, soft and very delicate at heart. It is 

therefore important to analyse the event, situation, or an object in its correct perspective 

and be led by similarly, physical and time proximity. 

 

The Situation 

Change in situation leads to incorrect perception about a person. Time is one factor, 

which influences the perception. Time is related to work setting and social setting. A 

person decked up for party may not be noticeable but the same dress in office would be 
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noticed distinctly, though the person has not changed. You would have very frequently 

heard people say that their manager is different during working hours and 180
0
 opposite 

while in social setting. In reality the person is the same but the perceiver perceives the 

manager as per business like setup while on work, while the person is observed on a 

personal platform when meeting him in the club or at home. What is important to 

remember is the perception should be done in a correct manner not to be led due to work 

setting or social setting and that the situation is not allowed to perceive wrongly.  

NATURE 

Perception largely depends upon upbringing, societal influences that the individual has 

had in his lifetime, attitude, learning, and the external environment. The dimension of 

perception increases based on cultural bias of the individual, the work setting and the 

motive the individual holds. Workers may perceive their leader as tough (what it looks to 

them when the leader displays strict behaviour) but he may be very soft by heart and 

would always think good of his command.   

4.1.3 PROCESS-ATTRIBUTION THEORY OF PERCEPTION 

Observation   Interpretation   Attribution of Cause 

       High  External 

    Distinctiveness   

        Low  Internal 

 

High  External 

Individual Behavior  Consensus   

       Low  Internal 

 

       High  Internal 

    Consistency  

       Low  External 

 

                                        Figure4.1: Attribution Theory 
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In day-to-day life, we come across people with whom we interact. Motives, intentions 

belief and attitude of people have an impact on as to how they behave. It has been seen 

that our perception about the people is greatly influenced by the assumption we make 

about a person and not by reality. 

There are two factors that have an impact on human behaviour. First is internally caused 

behaviour- refers to internal factors on which individual has a full control, secondly the 

externally caused behaviour- refers to the behaviour which has been caused due to 

external factors and that the individual has no control over it. Attribution theory suggest 

that when we evaluate human behaviour, it is either internally caused or it is caused due 

to external factors. 

 (a) Distinctiveness:  Let us for evaluation purposes take an example of X worker 

coming late for duty. When we carry out interpretation there are two factors one whether 

arriving late is usual or unusual behaviour. If it is attributed to internal factor on which X 

has full control? What we want to find out is whether the behaviour is unusual then it can 

be attributed to external factors. In the former situation individual could be counseled 

appropriately in the later situation the external factors cannot be corrected. If the external 

factors are high, then late coming should not be attributed to the individual behaviour. 

 

(b) Consensus: This factor refers to group behaviour. If the entire group taking the same 

route came late on duty, the causation is attributed to external factors. But by some 

chance if X only was late then the causation would be internal. 

 

(c) Consistency:  If the behaviour of Mr. X is consistence, that is if he is consistently 

coming late then attribution should be to internal factors. In such cases there is a high 

internal causation. If X came late once in a while the causation would be low for external 

factors. More consistent the behaviour, the more the observer is inclined to attribute it to 

internal causes. It has been seen that we have the tendency to underestimate the influence 

of external factors and over estimate the influence of internal factors or personal factors 

while carrying out perception. This phenomenon is called the fundamental attribution 

error. Fall in sales of a commodity is generally attributed to inefficiency of sales force 
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rather than market trend, recession or innovative product launched by the competitor. 

There is also a self-serving bias error caused by the individuals who tend to attribute their 

own success to internal causation like ability, hard work and self- worth and failure to 

external factors like Luck. This   phenomenon is called a self- serving bias displayed by 

the individuals. There are biases, which distort attribution universally across culture. 

During World War II it was considered by Allies that Japanese are invincible, but the 

attribution proved to be false at later date when tide took the turn and Japanese had to 

suffer total annihilation. Self- serving bias does not apply to all organizations, where 

cultural identity has been established like defense services of India. The leader takes the 

responsibility for the failure of group task and attributes success to collective efforts. This 

is the main reason that soldiers have great faith in their leader and his ability and that is 

how the soldiers are led in war and they follow the leader blindly because they have a 

correct perception of their leader.  

4.1.4 MANAGERIAL IMPLICATION OF PERCEPTION 

 

1. Aspect of personality that influence perceptions: Costello, Zalkind (1962) and 

Hamacheck (1971)
 
indicate the following relationship between personality factors and 

perception 

(a) Secure person perceives others as warm individuals. 

(b) Thoughtful individuals do not perceive situation in terms of Black and White but 

understand that there can be different shades of gray. Hence they do not make judgments 

based   on single piece of evidence. 

(c) Self – accepting people perceive others liking and accepting them. Those who are 

not self- accepting tend to distrust others. 

(d) Self – accepting person also accepts others easily which is not true of those who 

are not self – accepting. 

(e) People tend to perceive others more accurately when they are more like the ones 

they perceive than if they are different from those who are being perceived. 

2. Individual Decision-making: Managers have to take decisions and communicate the 

same to subordinates for implementation. Decisions can be of routine nature or may have 
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strategic consequence. It is the judgment of the individual to arrive at a particular 

solution. The process that takes place in mind is fast and based on individuals ability, 

nature, skill and experience. Hitler took a decision to attack Europe in the West while he 

had captured half of Russia. Opening war, on two fronts led him to defect. Otherwise the 

map of the world would be different. Such are the consequences of faculty decisions. Due 

to information technology revolution, a manager has to his disposal plenty of information 

on product, market trends, customer choice, availability of various resources that go in to 

run an organisation. He has also to use statistical tools before arriving at a decision. This 

at times causes an information overload for managers to take decision. Decision must be 

rational and based on the available facts and future expectations of the user. Decision is 

studying various alternatives and selecting the best alternative to the problem. When a 

decision is taken a mental appreciation is carried out. It leads to following three 

questions: 

Q.1 What is my aim/ objective/ goal? 

Q.2 What does it involve? 

Q.3 How far can I plan now? 

     Once this exercise is carried out, an individual is generally in a position to take an 

appropriate decision. Decision must be taken in time and implemented. Studies have been 

conducted by Taylor et all to see if there is a co-relation between certain characteristics of 

a decision maker such as age, level of intelligence, experience, aptitude for creativity and 

level of motivation and such variables as decision accuracy, confidence in the decisions 

and time spent in studying the problem and reaching the decision.
3
  

These studies have shown that biggest unknown and the most mysterious factor is still the 

decision maker himself. How and why an individual acts is still a mystery. 

 

4.1.5 FACTORS AFFECTING DECISIONS 

6. Information: Adequate information must be available to the decision maker. Due 

to computers lot of information may now be available but it is of no consequence. 

What is important is the amount, quality and the format in which the information 

is made available to the decision maker. Less information is as dangerous as too 

much of information. 
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7. Bias:  Every individual‘s decision is highly affected by value attitudes and 

beliefs. Individual has preconceived ideas about an issue and accepts what he 

wants to and throws away information that is not acceptable by an individual 

Prejudice and bias that may lead to faculty decisions. It is therefore necessary to 

have an open mind and take decisions without any prejudice. Organisational 

culture plays a decisive role in decision-making. If an organisation is known for 

its promptness, honest dealings etc, a manager in such organisation would 

definitely take just and appropriate decisions. 

8. Personal habits:  Some people are rigid and stick to their own decision even if it 

is wrong. Others blame their subordinates for failure and take credit for successful 

job. There are individuals who have an external locus of control and blame 

outside agencies/ situations for their failure for decisions to be effective. 

9. Time constraints:  A problem is identified and a solution is sought within a 

specified time. As the complexity of impact of external variables, the enhanced 

time may be required. In the fast moving era it is necessary to carry out time and 

space appreciation of the problem involved. A rigid time schedule may be 

necessary that can be followed. There are mangers that can take effective 

decisions under the pressure of time. However most people under time pressure 

rely on ―Heuristics‖ approach which means limiting the search for facts and data 

using the limited information for decision making.  Under the above 

circumstances the quality of decisions are ―Workable‖ rather than ―Optimal‖. 

10. Risk Taking: Risk is related to various factors. A manager‘s risk taking attitude 

is dependant on personal characteristics, organisational culture where risk is 

rewarded and not penalized for failed decisions, intelligence level and the 

expectations of the decision maker. High intelligent managers are found to be 

generally conservative and do not take bold step. People with high expectations 

are generally highly optimistic and take decisions even with minimum required 

level of information. Social and cultural influences also play a dominant role on 

the quality of decisions. 

 

 4.1.6 COMMON ERRORS WHILE JUDGING OTHERS 
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1. Selective Perception: People selectively interpret what they see based on their 

attitude, interest, background and experience. A manager based on a smaller mistake 

may reprimand some people that a manager has noticed was irregular and may not 

have noticed host of other good things. An individual might have been appointed on a 

key position on the day of the visit of CEO and the appointment may be incidental but 

we may perceive appointments as a consequence of CEO‘s visit. In an organisation so 

many things keep happening but different people will perceive one fact differently 

based on individuals selectivity in perceiving which is generally based on his past 

experience and attitude towards work. It is important that when we read others we 

make a mistake reading with speed and putting seal of what has been selectively seen 

by a perceiver. For correct perception an individual must be observed, studied, tried 

and later perceived without an individual bias. 

2. Halo Effect: Halo effect refers to judging an individual based on single 

characteristics, such as intellectual ability, sociability and appearance. Sales 

Manager‘s visit to sales territory and consequent increase in sales volume may be 

attributed to the visit of the sales manager to a particular sales territory. Perceiver in 

this situation did not notice the cause of increased sales to probably higher demand, 

change in market forces, subordinate sales employees past efforts to woo customers 

to buy his product and host of other factors that go with increase in the sales volume. 

This type of perception is quite common in any organisation, which is called halo 

effect in perceiving an individual or situation. A rater may rate a subordinate based on 

dominance of a single trait of the subordinate. The halo error has been very frequently 

noticed in performance appraisal to mislead the ratee.  

3. Projection: You assume a person based on your own traits and not what he actually 

possesses. If you were hard working and dependable you would expect others to be 

so. If a person projects the above characteristics in his dealings he is rated high or 

perceived in a different way than what he actually is. It is commonly found that 

subordinates do or exhibit the same as desired by the boss. This phenomenon is called 

the ‗projection’, an error that is common in any organization. 
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4. Contrast Effect:  We do not evaluate a person in isolation. Our reaction to one 

person is relative to the other. During selection process, interviewer selects a 

particular person for a particular job not because he fulfils all requirements but he is 

generally selected in relation to the other candidate. Individual selected may be 

academically, skill wise, experience wise better than those not selected. So it is a 

comparative or contrast phenomenon of perception. We generally hear, people say 

that Mr. X presentation was good thereby meaning it was better in relation to other 

people who would have made presentations in a particular session. 

5. Stereotyping: In order to simplify matters, we often tend to classify people and 

events into already known categories. For example we generally perceive man as 

executive and woman as secretary even if the situation may be different. For police 

person, it is generally believed that they are generally tough and law abiding that may 

not be true. In our mind we have established certain categories with certain attributes. 

For example, category of teenagers would generally be independent, undisciplined 

and so on. In reality this may not be true. Similarly we attach positive attribute to 

judges, professors and doctors and negative attributes to school dropouts, addicts 

although they may not be really so.  

 

4.1.7 SUMMARY 

Perception depends on the attitude of the individual. Individuals differ in the way they see a 

particular event or observe an object or a situation. Perception is a process of interpretation of 

sensory impressions of the environment. What one perceives may be different from the objective 

reality. There are three factors that affects the perception of the individual. These are,  

1. The perceiver. Perception differs from individual to individual based on attitude, motives, 

interests, experience and the expectations.  

2. The object. Individual has a tendency to group together the items, situations, and people to 

physical and time proximity. This leads to perceiving the situation in a different form. Objects 

can be perceived differently based on shape, size, shade, sound, movement and its background. 

 3. The situation. Individual behaves differently in different situations. Therefore he should be 

perceived in the correct fashion. Work setting and social setting play decisive role in perception. 

Human behaviour is caused due to internal or external factors. These factors are related to 

distinctiveness, consensus and consistency. It has been observed that we have a tendency to under 
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estimate the influence of external factors and over estimate the influence of internal factors. This 

is said to be a fundamental attribution error. Common errors while judging others are selective 

perception, halo effect, projection, contrast effect, and stereotyping. 

 

4.1.8 KEY WORDS 

Perceiver                      selective perception,                   projection,         

contrast effect,              steriotyping.                               Target      Hallo effect 

 

4.1.9 CHECK YOUR PROGRESS 

 

Q.1. What are various factors that influence perception? 

Q. 2. As a manager what factors will you keep in mind while taking decisions? 

Q. 3. Write a short story where there has been difference of opinion on any one situation 

that you might have experienced in life. 
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4.2 PERSONALITY 

 

Objective: After studying this sub-unit you will be able to understand 

 The components of personality 

 Personality traits 

 Impact of heredity and environment on the formation of personality 

 The work that the people can undertake based on heir dominating personality 

traits.  

 Personality is formed in the initial stages of the life of the child 

Structure 

4.2.1 Introduction 

4.2.2 Determinants of personality    

4.2.3 Theories of personality 

4.2.4 Common traits found in employees  

4.2.5 Locus of control 

 

4.2.1 INTRODUCTION 

Personality is a very complex and multidimensional construct of a human being. No 

common definition of personality has so far been arrived at. Every individual defines 

personality in different way which includes trait factors and physical appearance.‖ 

Personality is a dynamic organization within an individual of those psychological 

systems that determines his unique adjustment with the environment. It is a sum total of 

ways in which an individual reacts and interacts with others.‖ As far as physical aspect is 

concerned it relates to individual charm, attitude while dealing with others and smiling 

face can also be included into personality. Uma Shekaran states that one can examine 

personality in terms of a set of relatively stable characteristics and tendencies that 

determine our thoughts, feelings and behaviour and which have some continuity or 

consistency over time. 
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4.2.2 DETERMINANTS OF PERSONALITY    

 

Personality is determined by Heredity, Environment (culture) and Situation under which 

an individual works. This is shown in diagrammatic form in figure below. Let us study 

these Concepts. 

 

 

 Heredity    Environment 

 

 

             Situation 

                     Situation     

            

                      Figure4.2: Determinants of personality 

 

1. Heredity: Heredity is transmitted through genes, which determine hormone balance, 

which later determine physique and subsequently the personality. Heredity refers to 

acquiring from parents certain biological, physical and psychological commonalities, 

which are further reflected in physical stature, facial attractiveness, sex, temperament, 

muscle composition and even reflect. They often decide energy level. These factors have 

a deciding influence on how a person in an organization would display his reactions in a 

particular situation. Nature of health and psychological make up that an individual enjoys 

can be traced from the traits his parents possessed. Parents prominently pass on shyness, 

fear and distress to the next generation. In good organisations and particularly in defence 

services a detailed screening is carried out of the candidates based on the background of 

the parents as it relates to physique psychological make up, disability and transferable 

disease as it has far reaching impact on the general health of the organization. 

 

2. Environment: Every individual is born and brought up in a particular environment.  

Environment leaves an imprint on the personality of an individual. It is commonly seen 

Personality 
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that a doctors son preferring his father‘s profession and a child of a soldier entering into 

Defence Services. More advanced the socio-economic conditions of the society more 

would the children be forward thinking. Environment should be viewed from the point of 

view of norms, ethics and value that are observed and the attitude displayed by the social 

group. These factors actually formulate the culture of the society from which the 

organizations draw their human resource requirements. The cultural background is 

important to evaluate personality. In childhood parents uncles, aunts and even neighbor‘s 

behaviour is copied by a child. It is therefore necessary to display an ideal behaviour on 

the part of all the adults who come in direct contact with the children. Family moulds 

character of children through role models re-enforcements, rewards and punishments. 

Other influences like first born and later born child will have different personality traits. 

First-born child would generally be commanding. Female child would be more 

responsive and pass on sobering effect on younger brothers/sisters. It is therefore 

important to study early conditions under which the child has been brought up, norms 

followed in the family and the existence of cultural value system in the society. All these 

factors have a marked influence on the personality of an individual. 

 

3. Situation: Individual has to interact with number of problems in a given situation, 

which does not remain constant. It is subject to change and hence fluid in nature. There is 

therefore a need to recognise the person-situation interaction. It can be social learning 

activity of personality. Thus personality is situational, the uniqueness of each situation 

and any measure of personality must be examined. Personalities therefore mean how 

people affect others, how they understand and view themselves, pattern of personality 

traits and person-situation interaction. For example individual modifies his behaviour 

based on situation. When an individual goes to temple he would be sober, generally put 

on plain clothes and bow. When the same individual goes for interview he would be 

armed with knowledge of the organization while in the club he would be merry making 

having a drink in his hand and meet friends and generally be in gay mood. 
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4.2.3 THEORIES OF PERSONALITY 

1. Trait Theory of Personality 

Personality traits are the characteristics of an individual when exhibited in large number 

of situations. More predominant the traits in an individual are, more consistent the 

individual is and more frequent occurrences in diverse situations is indicative of the 

personality of that individual. There are thousands of traits that have been identified. R.B 

Cattell (researcher) identified 171 traits but concluded that they were superficial and 

lacking in descriptive power. What he sought was a reduced set of traits that would 

identify underlying pattern. The result was the identification of 16 personality factors, 

which he called the source, or primary traits
1
. These and their opposites are given below:  

 1. Warmth; Outgoing vs Reserved 

2. Reasoning; More intelligent vs Less intelligent 

3. Emotional stability; Emotionally stable vs Affected by feelings 

4. Dominance; Assertive vs Humble  

5. Liveliness; Happy go lucky vs Sober 

      6.    Rule consciousness; Conscientious vs Expedient 

7. Social boldness; venturesome vs Timid  

      8.   Sensitive; Tough minded vs Sensitive 

9. Vigilance; Suspicious vs Trusting 

10. Abstractness; Imaginative vs  Practical 

      11.    Privateness; Shrewd vs Forthright 

      12. Apprehension; Apprehensive vs Self assured  
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13. Openness to change; Experimental vs Conservative  

14. Self-reliance; Self-sufficient vs Group dependent 

      15. Perfectionism; Controlled vs Casual 

     16. Relaxed vs Tense. 

    4.2.5 COMMON TRAITS FOUND IN EMPLOYEES  

1. Achievement Orientation: Achievement orientation of an individual also indicates 

the personality of an individual. Every person possesses need to achieve (nAch) 

phenomenon in his personality. It could be high degree nAch or low degree. A person 

who possesses high nAch displays very dominant personality. He is generally very 

ambitious, hard working and fixes his goal at a very high level and strives to achieve 

the same. He is achievement oriented and undertakes a task which is neither easy, 

because easy task is generally attained by a common person nor a very challenging or 

tough task because there would be chances of failure of achieving the same. He 

therefore prefers to undertake task of intermediate nature so that its achievement 

would satisfy him to a large extent and he would feel that he is above than the normal 

individual. People having high nAch are found to be good organizers, efficient 

managers. Sports persons are generally high achievers as they strive to achieve that 

extra point or mark than his competitors. High nAch generally do well as sale persons 

as it calls for hard work and achieving higher targets of sales every time.  

2. Authoritarianism: Close to the personality trait that a person possesses who is 

achievement oriented is a person who believes in having a reasonably high authority in 

the organization Theory of authoritarianism is related with status and power. The 

theory states that there should be status and power difference between various people 

in the organization. While there would be some people who will have more power and 

authority hence more authoritative yet there would be people with low power and 

authority hence minimum degree of being   authoritative, One would therefore find in 

an organization people with low authority and high authority. Person who possesses 

high authoritarian is intellectually rigid, they display varied behaviour patterns. They 

are submissive with those who are superior (senior) to them and behave in an 
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exploitative manner to those who are subordinates or below them. They resist change 

and display insensitivity while dealing with people. They are task oriented.  

 

3. Machiavellianism: Niccolo Machivelli introduced theory of Machivellianism. The 

theory refers to degree to which an individual is pragmatic and maintains emotional 

distance with co-workers while accomplishing any task. A person who practices this 

theory believes in ―end justifies means.‖ In any organization people can be classified 

as having high Machivellianism or low Machivellianism tendencies. A person having 

High Machivellianism (H Mach) generally displays variety of personality traits like 

manipulation, win more, and persuade others to do a work while others do not 

persuade them. They generally flourish in face-to-face situation where there are 

minimum rules and have enough space for maneuver. They have high bargaining skills 

and believe in giving substantial rewards to their subordinates on accomplishment of 

tasks. They are highly productive. Machiavelli believed in one doctrine, that a work 

must be finished whatever be the means. 

4. Self- Esteem: Self Esteem refers to individuals‘ degree of liking or disliking 

himself. People‘s Self Esteem has to do with their self-perceived competence and self-

image. Most recent studies indicate that Self-esteem plays an important moderating 

role in areas such as emotional and behavioral responses and stress of organizational 

members. As was recently noted, ―Both research and every day experience confirm 

that employees with high self esteem feel unique, competent, secure, empowered and 

connected to the people around them (Luthans) 
2.

  People having high degree of self- 

esteem take more risk in job selection and take up unconventional assignments while 

those possessing low self- esteem display dependency, seek approval from others for 

the decision they make, they respect others and seek confirmation in beliefs. Managers 

with low self-esteem do not take unpopular stand-, which may lead to displeasing 

others. 

5. Self- Monitoring: Self- monitoring is related to self -efficacy. It is situation 

specific. A person must always examine efficiency and attribute it to his behaviour 

with subordinates and improve upon it. This quality displays high degree of 
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adaptability and high sensitivity of an individual. A person possessing self-monitoring 

trait is likely to behave differently in different situation. 

 

6. Risk Taking: Risk taking trait is commonly seen in various entrepreneurs. They 

display rapid decision-making ability. 

 

4.2.5 LOCUS OF CONTROL 

The major personality attributes which affects organizational behaviour is locus of 

control that is the degree to which people believe that they are masters of their 

own fate. It is the concept, which determines whether an individuals control events 

or the events control the individuals and that they become only the pawns of 

situation. People have both internal locus of control and external locus of control, 

only the degree varies. Locus of Control can be measured by scale developed by 

Spector (1998). The same is give at the end of the chapter. 

(a) Internal Locus of Control.   Persons having internal locus of control believe that 

they can manipulate events to their advantage and therefore they are capable of 

deciding their fate For example, a manager having dominant internal locus of 

control would be able to effectively control resources, decide events, which 

benefits him. He manipulates communications, resources, events, programmes in 

such away that enhances his position and he creates an aura around him that he is 

an indispensable person. Individual feels that he is decider of his own future and 

that no external events (power) can interfere with it.  

(b) External Locus of Control.     Person having dominant external locus of control 

believe that what happen to them is controlled by outside forces such as luck or 

chance. These types of people lack initiative, decision-making and do not even 

take calculated risk. They wait and see events take place and things happen. 
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Types of Personality 

Type A:  People having Type A personality are always moving, walking and eating 

rapidly. They feel impatient with the speed the events take place. They always strive 

to do two or three thing at any one time and cannot cope with leisure. They are 

generally obsessed with work involved with numbers.                           

Type B: People possessing Type B personality never suffer from sense of urgency and 

take thing as it comes coolly. They do not discuss achievement and leave it to the 

superiors to identify it. People having B type of personality play for fun and relaxation 

rather than to show off. These people have the tendency to relax without guilt.  

 

SUMMARY 

Personality of a human being can be determined by identifying stable characteristics of an 

individual. Personality can be influenced by environmental factors and situation under which an 

individual is working. Heredity has an influence on individual‘s physical appearance, facial 

attractiveness, sex, temperament and reflects. These factors have deciding influence on individual 

behaviour in the organisation. Individual behaviour is shaped as per the environment he is 

brought up. Cultural background, socio-economic conditions, parents profession are some of the 

factors responsible for individual personality. Every individual possesses various personality 

traits. Locus of control could be internal or external. People who feel, they can decide their own 

fate are internals and those who believe that luck, opportunity and other external factors are 

responsible for their future are externals. Every individual behaviour display traits of Locus of 

control, authoritarianism, self esteem self-monitoring aptitude. Individuals can posses A type or B 

type personality. Indian managers believe more on competence and achievement orientation traits 

as most important. 

KEY WORDS 

locus of control                  Heredity        Type A Type B personality 

Machiavellianism:             Trait theory        Self Esteem 

Self monitoring                 Achievement orientation        Authoritarianism: 
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CHECK YOUR PROGRESS 

Q. 1. What are various determinants of personality? 

Q. 2. Explain trait theory of personality? 

Q. 3. What personality traits are generally found amongst the people? 

Q. 4. Explain the following concepts: 

(a) Locus of control. Type A and Type B personality 

(b) Machiavellianism 
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4.3 MOTIV ATION CONCEPTS AND ITS THEORIES 

Objective: After studying this sub-unit the students will be able t understand 

 How employees can be motivated? 

 Need is the basic requirement of any human being, he strives hard to fulfill his 

need. In the process he is motivated to do the job. 

 Various theories of motivation will give an insight to the student of their duties. 

 If motivation theories are put in practice, the organisation will achieve high 

standard. 

Structure: 

4.3.1 Introduction 

4.3.2 Concept of Motivation 

4.3.3 Process of motivation 

4.3.4 Principles of motivation 

4.3.5 Motivation Theories 

4.3.6 Summary 

4.3.7 Key words 

4.3.8 Self Assessment Exercise 

4.3.9 Further Readings 

 

4.3.1 INTRODUCTION 

 

It is essential to increase overall efficiency of human beings to improve the performance of 

an organisation. To achieve the organizational goal machines and men are two major 

factors. While machines, processes, technology of high order can be made available to the 

individuals, but high productivity can only be achieved if workers are highly skilled and 

adequately motivated. Motivation perhaps is a single most important factor of the study of 

organisational behavior that concerns each and every executive today.  
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4.3.2 CONCEPTS OF MOTIVATION 

Definition: Motivation is defined as ‗inner burning, passion caused by need, wants and 

desire which propels an individual to exert his physical and mental energy to achieve 

desired objectives‘. Efficiency of a person depends upon performance. Performance can be 

expressed as under 

                               performance= Ability X Motivation  

 

1. Kondalkar V.G. defines motivation as inner burning passion caused by needs, wants 

and desires that propel an individual to exert his physical and mental energy to achieve 

desired objective. 

 

2. Mc Farland has defined motivation as the way in which urges, drives, desires, 

aspirations, strivings needs direct, control or explain the behavior of human beings.  

 

Terms liked motive, motivation and motivating are commonly used in Organisational 

Behavior. It is important to fully understand the meanings of these terms so that they can 

be appropriately used to derive maximum benefits. 

Motive 

As per Burleson and Steiner, (1964) ‗motive is defined as an inner state 

that energises, activates (or moves) and directs (or chanalises) the 

behavior towards certain goals  

Difference between motive and needs.   Motive is a strong need which has a certain 

degree of strength that propels a person to act for its fulfillment. If the need or motive is 

not fulfilled a person remains restless and when fulfilled a person enjoys a certain degree 

of satisfaction. Certain amount of tension is harbored by a person when need exists. If 

incentives for accomplishing are given, the person is more enthusiastic for its 

implementation. Greater the motive, greater is the tension and higher the desire to fulfill. 
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A high degree of satisfaction is experienced by an individual once the desire is fulfilled. 

For example a clerk who knows manual typing on typewriting machine. He is aware that 

if he learns computers he would be more skilled and he would be able to achieve higher 

performance in his job and would probably get higher rewards for the work. Therefore, 

there exists a motive to learn computer, due to its higher benefits, the need gets 

transformed into motive because of its greater strength. Till the time individual does not 

learn computer the tension won‘t be released. Once this is done (due to higher 

motivation) the individual and organizational objective (growth) is achieved. This is 

explained in Motivation process in figure below: 

4.3.3 PROCESS OF MOTIVATION 

 

 

 

 

 

 

 

 

 

 

 

                      Figure4.2: Process of motivation 

 

Motivating: Managers must create situations wherein a person/employee is stimulated to 

undertake activities, which may motivate him to achieve higher goals. Creating a 

situation by alleviating restlessness of a worker does this. To achieve higher goals a 

person should work so that the restlessness is reduced and later removed. This is possible 

when worker feels to achieve something and divert all his energies towards achievement. 

This process could be called motivating subordinates. For example, a sepoy can be 

selected as commissioned officer in the defence services provided he acquires 

competency as a specialist in any field may be accounts, equipment management, 

Motive 

(Needs) Tension Wants Tension Behaviour 
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Tension 

Goal 

accomplishme

nt 

Satisfaction 



 152 

weaponry and the like. If a leader has been able to ignite a spark and create certain 

amount of restlessness among deserving sepoys (combatants) to work towards one of the 

above specialization so that in course of time he is commissioned as an officer in a 

particular branch. The entire process could be called motivating. Leader can continuously 

identify such situations in the work environment and motivate his subordinates for self-

development and organizational growth.  

 

Motivation: The Encyclopedia of Management: Motivation refers to 

degree of readiness or an organism to pursue some designated goals and 

implies the determination of the nature and locus of the forces, including 

the degree of readiness.  

Memoria: A willingness to expand energy to achieve a goal or reward. It is a force that 

activates dormant energies and sets in motion the action of the people. It is the function 

that kindles a burning passion for action among the human beings of an organization.  

 

4.3.4 PRINCIPLES OF MOTIVATION   

 

(a) Motivation is a psychological phenomenon. It is the inner desire of an individual to 

accomplish something more. The very deficiency forces him to undertake certain amount 

of work. More is the individual motivated better the performance and organization 

relations. 

(b) Motivation is a continuous process. Since need is a continuous phenomenon if one 

need is satisfied the other need emerges and so does individual propels to work and  thus 

the continuous chain is created. 

(c) Motivation is caused due to anticipated perceived value from an action.  

Perceived value is the probability or the expectancy. Therefore 

 motivation=valance (value) x expectancy. 

(d) There are unsatisfied needs. A person remains disturbed till they are satisfied. This 

disturbance or tension causes disequilibria in human behavior. More the motivation level 
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the higher will be efforts to get over the tension and in the process job accomplishment 

would take place. 

(e) Individual is motivated by positive motivation.  It refers to incentives offered by 

the organisation to achieve efficiency. Incentive can be monetary like increase in pay, 

allowances, payment of bonus and payment for additional or overtime work. It can be 

non-monetary like issuing of certificates for excellence, awards, recognition, status, job 

enrichment, competitions, and the like. Monetary rewards prevent individuals from 

getting demotivated or they do not motivate so to say. However non- monetary awards 

motivates individual as it is related to the inner/psychological aspects. 

Importance   

(a) High level of performance: It is the duty of every manager to ensure that the 

employees have a high degree of motivation, for this he should offer   monetary and non-

monetary incentives. Highly motivated workers would be regular for work, and have a 

sense of belonging for the organization. Quality of product will be improved, wastage 

will be minimum and there will be increase in productivity, and performance level will be 

high. 

 

(b) Low employee turn over and absenteeism.  Employee turnover and absenteeism is 

caused due to low level of motivation on the post of managers. Dissatisfaction is 

increased and employees do not enjoy the work assigned to them. Therefore this is a 

tendency of absenteeism. The workers hunt for an alternative job and leave the 

organisation whenever they get an opportunity. High level of absenteeism causes low 

level of production, wastages, poor quality and disruption in production schedules. 

Increased turnover is disastrous for any organisation as it puts strain on financial position 

of the organisation due to additional recruitment, selection, training and development. 

Motivation is therefore a very important management tool to achieve organisational 

excellence if used properly. 

 

(c) Acceptance of organisation change: Management must continuously scan the 

external   and the internal environment. There has been a great impact of. Social change 
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and technical evolution on the motivation level of employees. Social change increases 

aspirations of workers and put an additional demand on the organisation, which must 

respond positively so that willing working environment is created. Technical innovation, 

better working conditions, better R & D facilities, encouragement to employees and 

existence of award system must be part of any organization. This will facilitate retention 

of employees.  Management must ensure that the changes are introduced in the 

organisation and its benefits explained to the employees so that   there is no resistance to 

change and organisational growth is achieved. Re-engineering, empowerment, job 

enrichment, job rotation, introduction of new technology and processes will go a long 

way to boost employee morale and achieve high degree of motivation. 

  

(d) Organizational image: Employees are the mirrors of any organisation. Managers 

must lay down high performance standards coupled with high monetary and non-

monetary rewards.  Training and development programmes should be regularly organised 

and employee skill improved. It will have a positive impact on the employees and the 

image of the organisation will be improved.  It will also reduce employee turnover and 

better employees will look forward to join the organisation. High organisational image 

will contribute towards brand image of the product and services of the organisation.  

 

4.3.5 MOTIVATION THEORIES 

 

Following motivation theories are discussed: 

1. Maslow‘s Theory of Need Hierarchy.  

2. Motivation and Hygiene (Two Factor Theory) Theory of Herzberg 

3. Theory X and Theory Y of McGregor 

1. Maslow‘s need hierarchy theory 

Abraham Maslow was a clinical psychologist in USA. His motivation theory is widely 

accepted and studied. Maslow suggested that every individual has complex set of needs at 

any particular moment and his behavior is determined by the existence of strongest need. 

He stated that human beings have five types of needs and Physiological need is the 

strongest hence the individual behaves in a particular manner to satisfy that need. Needs 
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are hierarchal in nature and only one need dominates at one point of time. Once the 

strongest need is satisfied then the second need emerges as being the strongest need and 

human behavior is regulated in process of achieving satisfaction in series of need 

requirements. Maslow further started that there is only one need satisfying process is 

underway at any one time.  They do not disappear once they are satisfied but their 

intensity is reduced (relegated) below the subsequent need.  He has arranged the needs as 

per figure given below. 
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                                Figure4.3: Hierarchy of needs 

                                  

Let us discuss the hierarchy of needs theory: - 

1. Physiological Needs. As per Maslow physiological need is strongest in every human 

being and hence it has highest strength as compared to the other needs.  Individual 

behaves in a particular manner to basic bodily needs like hunger; thirst, shelter and 

clothing. These needs keep dominating unless they are reasonably satisfied.  Human 

being is therefore motivated to work so that these needs are satisfied. 

Self Actualisation Needs 

Esteem Needs 

Social Needs 

Safety Needs 

Physiological 
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2. Safety Needs or Security Needs: Once the physiological need of on individual is 

satisfied, the safety need /security need arises and is dominant at that point of time.  This 

need is related to the following. 

(a) Every worker is concerned about his personal safety and wants to be free of 

physical Danger. 

(b) There are various dangerous processes in the work setting. Individual desires to be 

free and work toward self-preservation. 

(c)  Safety need is also related to employee/employer relationship, which should be 

cordial and free from any threat to job security. 

(d) There should be certainty in the job and arbitrary action on the   part of 

management/employer. 

(e) Administration policy of any organisation must cover various points that are 

related to safety of an individual like pay, pension, insurance, and gratuity. 

Individual should be given opportunities for choice of job so that he derives 

satisfaction.  He must also be given adequate security against being fired, laid off 

or demotion. 

3. Social Needs Once the safety need is satisfied, third need i.e. social need arises.  

People want to belong to some social group where their emotional need of love, affection, 

warmth and friendship are satisfied.  Being member of sports club, social organisations or 

being the company of friends and relatives needs can satisfy social. In the work setting 

individuals want to be member of work group and   contribute towards it so that the 

social need of the individual is fulfilled. 

4    Esteem Need or Ego Need: Fourth need in the hierarchy of needs as suggested by 

Maslow is esteem need or ego need. Individual wants self-recognition, appreciation for 

the work done.  It is related to self-respect, self-confidence, praise, power and control.  It 

these needs are satisfied it gives an individual a sense self- worth and ego satisfaction.   

5. Self-actualization Need:  Self- actualization is the last need in the need hierarchy.  

Once esteem need is satisfied, there appears the self-actualization need of human being.  

It is related to an intense carving for something supreme one wants to achieve in life.  It 

is transcended and related to achieving the very best that may be possible of human 

Endeavour. People set high goals, achieve them and set a higher goals again and to 
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achieve the same by utilising fullest potential. It is related to development of intrinsic 

capabilities. An individual seeking to satisfy self-actualization need seek situations or 

jobs that are challenging in nature - achievement of highest value out of the work. 

Mahatma Gandhi wanted to achieve freedom for India by unique weapons of peace and 

non-violence. He strived hard, faced various challenges but ultimately achieved his goal.  

In essence Maslow‘s Motivational Theory covers the following:  

(a) There are five levels of human needs. 

(b) These needs are hierarchical in nature.  

(c) A satisfied need is no longer a need. Once that need is satisfied, the 

next level need becomes stronger. 

(d) Needs do not diminish. It is the gravity that changes. Individual 

strives to satisfy the need that has a strong appeal at any point of 

time.  

Analysis  

Maslow has taken a deprivation gratification approach to need satisfaction (Uma- 

Sekaran, 2000). That is, he extended that an unfulfilled or deprived need would activate a 

person to engage in behavior that would satisfy or gratify that need. Once one level of 

need is gratified, the next level of needs will emerge as the deprived needs seeking to be 

gratified  

 Desire levels by various needs are overlapping to each other.  

 All needs are inter-dependent.  

 Each higher level need emerges before lower level need is 

satisfied. 

  Need does not disappear when it is satisfied. Its gravity is reduced   

when another need emerges. 

 When peak of a particular need is passed that need ceases to be 

primary and next need starts dominating. 
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2. Herzberg‘s motivation-- hygiene theory (Two factor theory) 

Motivational factors: Fredrick Herzberg and his associates developed Motivation Theory 

based on two main factors in late 1950‘s. This theory is also known as Two Factor Theory. 

Herzberg carried out research in nine different organizations where 200 respondents 

comprising accountants and engineers were subjects. A structured interview was carried 

out. The purpose of the study was to identify various factors for goal achievement and also 

the factors that could be included so that motivation levels do not fall. Findings of the 

study: Herzberg concluded, ―There are two types of needs, independent of each other‖.  

Motivational Factors: There is a set of job conditions, which operate primarily to build 

strong motivation and job satisfaction. These factors are called motivational factors. They 

are intrinsic in nature and help increase in one‘s output. These factors have positive effect 

on morale, productivity, and job satisfaction and over all efficiency of the organization. 

These factors are as under:  

               1. Achievement  

               2. Advancement 

               3. Possibility of Growth  

              4. Recognition.  

               5. Work Itself 

               6. Responsibility 

Maintenance Factors/Hygiene factors: There are some job conditions which operate 

primarily to dissatisfy   employees when these conditions are absent. These factors are 

also called hygiene factors.   When these factors are present they do not motivate in a 

strong way, when absent they   dissatisfy,that is why these factors are called dissatisfiers. 

These factors are.  

(a) Company Policy and administration.  

(b) Technical supervision.  

(c) Interpersonal relationship with superiors.  

(d) Interpersonal relationship with peers. 

(e) Interpersonal relationship with subordinates.  

(f) Salary. 

(g) Job security.  
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(h) Personal Life.  

(i) Working condition.  

(j) Status.  

 

Above factors are not intrinsic parts of a job. They prevent losses due to work restrictions. 

These factors are necessary to maintain a reasonable degree of satisfaction of employees. 

As stated earlier they are ―Demotivators‖ if they are not present. For example minimum 

level of working conditions must be maintained by the organisation to ensure that 

minimum level of satisfaction exists. If working conditions are poor, the employees will 

be dissatisfied and it would have adverse effect on goal achievement. Potency of various 

factors does not increase the motivational level. It is influenced by personality and 

characteristics of individual employee. Herzberg has identified that employees are either 

maintenance seekers or motivation seekers.  

Analysis 

(a) It has been found that most of the people are capable of satisfying their lower needs 

considerably as they are not motivated by maintenance factors/hygiene factors. 

(b) Any improvement in Hygiene factors does not motivate workers but their cut                                 

below a certain level will dissatisfy them. For example increase in status or salary need 

not motivate an employee because he feels as a matter of happening but if he was not to 

get an increase in salary or if his status is not increased he would be dissatisfied. Hence 

the hygiene factors are called dissatisfies. Therefore they do not contribute towards 

motivation. 

(c) The model suggested by Herzberg is not applicable in all conditions.  There is a 

mixing up of both factors in a job, which cannot be separated, as intrinsic and extrinsic.  

Because the level of personal need and relative strength of each of the needs is different 

from person to person. 

(d) Job satisfaction and job dissatisfaction are two opposite points on a single continuum.  

It has been seen that individuals are affected more by job environment or job contents 

when we want to achieve this, what we are actually doing is keeping hygiene factors 

constant and increasing the motivational factors in a job like improving the work itself or 
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having growth orientation or we delegate the job to an individual and vest in him the full 

authority and responsibility. 

(e) Herzberg‘s theory of motivation is not conclusive as the scope was narrow.  Only 

200 respondents were interviewed and that to persons belonging to white collar jobs 

[engineers & accountants] hence affect of various hygiene factors may be positive on 

workers. 

(f) The study is ―Method bound‖. It has not shown any positive results in actual work 

environment. 

(g) Herzberg‘s study of motivation is important, as it has identified two main factors as 

motivational factors and maintenance or Hygiene factors.  They should not be divided in 

strict watertight compartments. Certain overlap is bound to happen.  Since there are 

applied in relation to various human beings. 

3. Mc Gregor‟s theory x and theory y 

Douglas McGregor introduced Theory x and theory y which are diagonally opposite to 

each other.  McGregor is aware that human beings are rational in their thought process 

and they are social by nature.  They display very high degree of behavior relating to 

achieving self-actualization.  There is interaction of variety of need fulfillment 

phenomenon a complex nature displayed by an individual in different situations. 

Theory X  

Theory x is a traditional theory of human being McGregor assumed that –Managerial 

action.  Management is responsible for organizing various element of an enterprise like 

money, material equipment and people. With respect to people, it is a process of directing 

people, their efforts, motivating them, controlling their actions, modifying their behaviors 

so that they fit in the organizations. In Theory X Mc Gregor assumed that people would 

be passive therefore management must persuade, reward and punish, the worker to 

achieve the desired behavior of workers. 

 

 Human nature: –McGregor further stated that human being have indolent nature he 

works minimum.  McGregor summaries workers as lacks ambition, dislike responsibility 



 161 

prefers to be led. An individual is self centered & indifferent to organizational needs by 

nature he resists change. Lastly he gullible and not very bright. 

 

Taking above factors as basic assumptions McGregor feels that these are negative in 

nature. However organization processes have to be developed based on the above facts. 

 In theory X Mc Gregor states that those who subscribe to the views expressed above, will 

have to structure, control & closely supervise employees. External control has to be 

exercised towards immature and irresponsible behavior of the employees, so that their 

energies can be regulated towards productive work
1
. Theory x is applicable to traditional 

organizational & characterized by centralized decision making hierarchical pyramid and 

external control. After Theory X was proposed, McGregor observed that some changes in 

human nature have taken place.  It is not due to the changes in human behavior and 

reactions to versus situations but due to change in industrial organizations, management 

policies and practices, which have tremendous, inject on human nature.  At this point he 

proposes Theory Y which studies: - 

Theory Y 

(a) Expenditure of physical and mental efforts on the pant of employees is as natural 

as play or rest.  The average human being does not inherently dislike work. 

(b) Workers seek direction and exercises self control.  He dislikes punishment. 

(c) Commitment to organizational objective is associated with rewards like pay 

promotion etc, ego satisfaction and satisfaction of self- actualization needs. 

(d) Average human being learns under proper conditions.  He accepts seeks 

responsibilities.  At times it will be seen that certain individuals display 

phenomenon like avoidance or responsibility, lack of ambition and lay undue 

stress on security.  McGregor suggested that there are due to inherent human 

characteristics. 

(e) Capacity to exercise high degree of imagination, ingenuity and creativity is 

widely distributed among workers that must be identified and fully utilized. 

(f)  Intellectual potential of workers is partially utilized. In the above situation 

McGregor recommends that the organization should reorient based on the human 

behavioral change.  More cooperation maximum output with minimum control 



 162 

and self-direction is predominant among workers. It is also seen that there is no 

conflict between individual and organizational goals.  The emphasis is on very 

smooth running of organization with greater participation of individuals. 

Comparison of X and Y theories is as under: 

 

 

 

 

 

 

 

                                 Comparison 

 

 

 

 

 

         

 

 

        Theory X 

 

(a) Work is inherently distasteful to 

most people. 

(b) Most people are not ambitious, 

have little desire for responsibility 

and prefer to be directed. 

(c) Most people have little capacity 

for creativity in living 

organizational problems.  

(d) Motivation occurs only at the 

physiological and severity levels. 

(e) Most people must be closely 

controlled and often coerced to 

achieve organizational objectives. 

   

                   Theory Y 
 

 

Theory Y 

 

 Work is as natural as play. 

 People display extreme degree of self-control, 

(a)  which is necessary for achieving organization goals. 

 The capacity of creativity in solving organizational  

(b) problem is widely distributed in the population. 

 Motivation occurs at social, esteem and  

(c) self-actualization levels, as well as physiological  

(d) and security levels. 

  People can be self-directed and creative at work if 

(e) properly motivated. 
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4.3.6 SUMMARY  

Motivation: Motivation is related to fulfillment of individual needs, wants and desires. 

Higher the need, more the efforts an individual will exert for its satisfaction. Abraham 

Maslow is a pioneer in construct of motivation theories. His need hierarchy theory is 

famous. In his theory he identified that an individual has five basic needs Physiological 

needs followed by safety, social, esteem and self actualization needs. He states that an 

individual attempts to fulfill the strongest need followed by other needs. He feels that an 

individual attempts to one need at a time. Needs are hierarchical in nature. Two factor 

theory deals with Motivational factors and maintenance or hygiene factors.  Motivational 

factors are intrinsic in nature and hygiene factors are extrinsic. These factor are necessary 

to maintain minimum level of motivation. If these are absent by any chance employees get 

demotivated. That is why these are called Demotivators. Theory X and theory Y have 

been proposed by Mc Gregor. He states that people that propagate Theory X are lazy, they 

do not like work, they do not want to take responsibility and therefore have to be pushed 

all the time. Management will have to exercise strict supervision and control. While 

Theory Y employees are self motivated, takes responsibilities, want to lead and are hard 

working.  

 

4.3.7 KEY WORDS 

Needs X Theory  

Motivation Y Theory 

Need hierarchy Hygiene factors 

Maintenance factors  Demotivators1. Jit Chandan,  

Motivational factors 
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4.3.8 SELF ASSESSMENT EXERCISE 

 

Q. 1. Explain need hierarchy theory of Maslow. 

Q. 2. Write two factor theories, carryout comparisons with need hierarchy theory of 

Maslow.  

Q. 3. Write down comparison between theory X and theory Y 

Q. 3 Explain with the help of a diagram the process of motivation.  

Q. 4. Visit an organisation in your neighborhood and identify what motivational theories 

are being applied by the HR manager?  

Q. 5 Write short notes on the following  

(a) Importance of motivation? 

(b) Demotivators 

(c) Policies adopted by management when the organisation has X types of workers. 

 

 

4.3.9 FURTHER READINGS 

 

1  Chandan Jit. S, Organisational Behaviour, Vikas Publication New Delhi Third Edition 

2008. 

2. Mishra,M.N.; Organisational behaviour, Vikas Publication New Delhi, Third reprint 

2007 
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Unit V 

5.1 ORGANISATIONAL CONFLICTS AND ITS DIMENSIONS 

 

Objective: After studying this sub-unit students will be able to understand the 

following: 
 Why conflict takes place and that the conflict situations are not allowed 

to be created in the organisation 

 Conflict must be curbed in the initial stages only 

 Minimum conflict is necessary in the organisation 

 If the conflict is not closed the dimensions are very disastrous 

Structure 

5.1.1 Introduction 

5.1.2  Organisational conflict 

                 5.1.3   Intra-Organisational Conflicts  

 5.1.4   Resolution Of Conflict 

5.1.5 Summary 

5.1.6.Key Words 

5.1.7 Know your progress 

5.1.8 Further Readings 

5.1.1 INTRODUCTION 

In present corporate environment conflict has become very common phenomenon. Conflict is bad 

as it has adverse effect on the individual performance. If conflict is beyond control it takes a 

destructive dimension. When employees do not cope up with the conflict situation, there is an 

increased absenteeism and exit of employees. It can be so disastrous that can lead to demise of an 

organization. On the other hand it has been opinioned that conflict is good for the organization as 

it produces new ideas, increases competitive sprit, cohesiveness in the team and instills an 

atmosphere of brotherhood in the organization. This is only possible if ideas are properly 
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canalized and there is proper delegation of authority, empowerment and   autonomy in 

functioning. 

 

Definitions: Conflict can be defined as the ‗process that begins when one party 

perceives that another party has negatively affected something that the first 

party cares about 

 

5.1.2 ORGANISATIONAL CONFLICT 

Inter-organizational conflict takes place between two dependent organizations. Conflict 

can take place between government organization, unions and the operating industry. 

Government organizations function to ensure that certain minimum standards are 

followed by the organizations. Managers must try and reduce inter- organizational 

conflicts by adopting positive approach, better communication and by following strictly, 

the rules and regulations laid down by the government agencies. Conflict can also take 

between seller and buyer organizations. 

1. Functional and Dysfunctional Conflict 

                 Conflict that supports the individual and group goals which leads to higher performance 

is called functional conflict while the conflicts that hinders individual or group 

performance is called dysfunctional conflict. The latter generally takes destructive form. 

There is thin margin between the two types of conflicts mentioned above. While 

evaluating the impact of conflict on goal achievement, individual perception and effect of 

group performance should be evaluated. If the conflict contributes towards higher 

performance then the conflict should be called functional or otherwise dysfunctional. 

Conflict can be broadly classified in three types i.e. task oriented conflict, behavioural 

conflict and structural conflict or process conflict. Task conflict relates to the group goals 

or objectives to be achieved by   the group while behavioral conflict relates to 

individual‘s value system, approach, attitude, ego state, skill and norms being followed 

by him. Studies reveal that most of the dysfunctional conflict falls under this category. 

Process conflict is related to how a task is being accomplished in the organization. It is 

related with various processes, procedures, drills and instructions that are being followed 
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on a particular subject. When individual differs in this regard, conflict arises. This type of 

conflict can be eliminated to a large extent by following strict discipline in the work 

procedure and adhering to the rules and regulations. Positive points of functional conflict 

is as under 

 Conflict develops cohesiveness within the group members. A group 

goal therefore becomes a priority. Individual goals are then relegated 

to secondary position. 

 Conflict leads to innovation and creativity, as there is competing 

sprit among various groups. 

 Conflict provides challenging work environment and enhances 

opportunities for self -development of group that leads to formation 

of group norms. 

 Enhance work culture leads to up gradation of various systems 

within the organization and therefore growth is achieved. 

2. Dysfunctional Conflict  

Conflict may turn out to be detrimental and disastrous and having deleterious effects. 

Dysfunctional nature of conflict can be identified in the following circumstance 

 When conflict does not lead to solution.           

 When basic goals of the organization are neglected. 

 People should be treated with due respect. If it is violated and a climate of distrust 

and suspicion is created people feel defeated and demeaned which develops 

antagonism and leads to conflict.  

 Conflict may lead to absenteeism and subsequently to increased turn over if 

not controlled in time. 

 Dual management style may create hatred and lead to dysfunctional 

conflict. 

 Disagreement with management may be considered as disloyalty, if this 

environment prevails, an opportunity for creativity would be lost and 
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employees would loose interest in their job. This would lead increased 

conflicting situations. 

 

               5.1.3 INTRA--ORGANISATIONAL CONFLICTS  

Intra organizational conflict encompasses horizontal, vertical, line –staff and role based 

conflicts. Let us briefly study these situations. 

 (a) Horizontal Conflict: Horizontal Conflict is caused due to incompatibility of goals, 

sharing limited resources and difference in time orientation. It leads to tension, 

misunderstanding and frustration on the part of both the parties. Horizontal conflict relates 

to employees or group at the same level. Organisational goal at implementation level vary 

from department to department. Finance department may not be able to spare additional 

amount as may be required by research and development department for new product 

development that may cause tension, misunderstanding between two individuals or 

departments. Individuals may not be able to meet the targets of production in given time 

due to variety of reason that may cause conflict with sales department as the latter would 

like to flood the market with their product to make the presence felt. It has been seen that 

due to increased interdependence of individuals or groups to carry out various functions, 

situations do arise where there is difference of opinion on issues that causes conflict 

between individuals or groups. 

(b) Vertical Conflict: Vertical conflict refers to conflicts that might take place between 

different levels of hierarchy. Conflicts between subordinates and superior occur due to 

incompatibility. It is generally caused because of differences in perception, value system, 

goals that may be assigned, cognition and difference in individual behaviour. Conflict is 

also caused due to inappropriate communication between individuals at two different 

levels 

(c) Role Conflict: A person in an organization has to perform various roles. Conflict 

arises when roles assigned to him have different expectation. „Time‟ management may 

cause conflict. A person meeting enhanced production is also asked to take care of an 

additional section in the absence of section head. Value system in an organization is also a 

cause for conflict. Supervisor is asked to be honest while he is dealing with sale of the 

product while the same   person may be asked to bribe an official from whom a sanction is 
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required to be obtained, there by causing a conflict situation in the ethical value system of 

an individual. When an individual is line or a staff employee and also a union 

representative has to perform duties of conflicting nature hence a intra personal conflict. 

5.1.4 RESOLUTION OF CONFLICT 

Conflict between parties can be resolved by five different modes. Parties involved may 

adopt any of the following solutions, which are explained in Figure 14/1 below: 

1.Avoidance 

One or both parties could avoid facing the conflict. The situation pertains to 

uncooperative and unassertive behaviour on the part of parties involved. A Party may 

avoid facing B Party. When situation reaches a point of negligence by A Party, B Party 

may take advantage of the situation. By avoiding, the individual might side step, 

postpone or even withdraw from the conflicting situation. This strategy is useful when 

issues involved in conflict are of a very minor nature or when more important issues 

deserve attention. 

               High 

 

Cooperative  

                  Behaviour       Accommodating           Collaborating 

     

   Concern   for Others                            Compromising 

Cooperative   Behaviour   Avoidance                     Competing 

 

                 

               Low               concern for self                  high 

     (Unassertive behaviour)                               (Assertive behaviour) 

                    Figure5.1  - Conflict resolution model 
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The strategy suits a manager whose power base is very lowland there is no chance of 

satisfying one‘s own concerns. Avoidance strategy should be applied when one feels that 

people in the organization should cool down so that the issue can be handled at a latter 

date in a better psychological environment. The issue can also be postponed if additional 

information is required to be obtained. Avoidance is a poor strategy hence if someone 

else is able to handle the situation of conflict more effectively, should be allowed to do 

so. Managers having high score on avoidance as a strategy of conflict management, may 

suffer from delayed decision making and hence the loss to the organization. Those who 

have a low score on avoidance thereby wanting to attend to every single issue may spend 

lot of time on every trivial issue, hurt peoples feelings and stir hostility in the 

organization that should taken care of. 

2. Competing 

This strategy may be adopted when other strategies of conflict resolution are not 

workable. Competing is also useful in emergencies where quick decisions are required. In 

this strategy power must be used unilaterally as a weapon when unpopular decisions like 

termination, pay cuts, layoffs, cost cutting and enforcing discipline are required to be 

taken. This strategy is based on win-lose principle of managing conflicts. The managers 

who are high on power base have an added advantage in using competing strategy 

because people from opposite side would not dare confront a person who is so powerful. 

There is a tendency that managers using this strategy should be careful about ‗yes‘ men 

around them. They should identify conflicting situations and take bold decisions based on 

win-lose strategy.  On the other hand there are managers who are low on competing 

mode, are likely to feel powerless in many situations. Not realizing that though they have 

power but they are not comfortable using it. By trying to use power, one could enhance 

one‘s achievement. Another drawback in scoring low is that such individuals find it 

difficult to take bold stand on various issues concerning organizations. In situations when 

a manager is very low on ‗concern for the people‘ may postpone vital decisions on 

matters pertaining to subordinates that may be detrimental to organizational 

effectiveness. 
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3. Collaborating 

Strategy of collaboration involves attempt of one party to work with the other party in 

cooperative manner and find solutions to the problem for mutual benefits. The strategy 

involves identification of areas of disagreement, examining the issue in greater detail and 

a workable solution arrived at, which is for mutual benefit. This strategy signifies when 

two sets of solutions are important for both parties to be compromised. Hence finding 

integrated solution become imperative. This strategy signifies joint efforts, gain for both 

parties and integrated solutions arrived at by consensual decisions. Collaboration is time 

and energy consuming. Not all situations need collaborative solutions.  

4. Accommodating 

In accommodating mode a person scarifies his own interest for accommodating other 

person‘s interest. It is form of selfless generosity, obeying other person‘s point of view. 

This mode is usually adopted when other person‘s view is stronger, you want to achieve 

goodwill and indicate that you are reasonable. This strategy of conflict resolution is 

important when you want other person to give at a later date when it favors you. Saharan 

5
 concluded that when people are high on accommodating score they might be differing 

too much to the wishes of others and pay very little attention to their own ideas and 

concern even though they may realize that they are not getting the attention they deserve. 

This might even lower one‘s self esteem in addition to depriving on the influence, respect 

and recognition from others, since it negates the potential contribution that individuals 

are capable of making to the organization. While individual low on accommodating 

score, they should start thinking about whether they lack the goodwill of others and 

whether others perceive them as unreasonable, uncompromising, rigid and demanding. 
 

5. Compromising 

In conflict situation, compromising is a mode when both parties try to find out some 

expedient, mutually acceptable solution, which scarifies both the parties partially. In 

compromising there is no clear winner or loser. None of the party is fully satisfied as they 

ration the object of conflict and accept the solution that is not complete to either of the 

parties. In compromising there is a possibility of an atmosphere of ‗gamesmanship‘ in the 

work environment. There is also a possibility of compromising on certain principles of 
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behaviour that is snot desirable. Values, ethics, principles and long-term objectives of the 

organisation must be protected while adopting compromising. When people are tough to 

compromise they find it hard to make concessions and land up in power struggle that 

must be avoided. Compromising policies can easily be adopted when competing or 

collaboration strategy fails. Research indicates that people have underlying disposition to 

handle conflict in certain ways. Especially individuals have preferences among the five 

conflict handling intensions. Their preferences tend to be relied upon quite consistently, 

and a persons intensions can be predicted rather well from a combination of intellectual 

and personality characteristics. When confronting conflict situation, some people want to 

win it at any cost, some wants to find an optimum solution, some want to run away, 

others want to be obliging, and still others want to ―split the differences‖ 
 

5.1.5 SUMMARY 

 

Conflict is a process that begins when one party perceives that another party has 

negatively affected something that the first party cares about. Conflict can be considered 

as an expression of hostility, negative attitude, aggression and gross misunderstanding. 

Conflict can be functional or dysfunctional. Behavioural view on the other hand 

encourages conflict for creativity, higher productivity and for achieving group 

cohesiveness. It recommends elaborate steps to keep it as minimum as possible. 

Propagators of modern view feel that conflict is structural in nature, is inevitable. It is 

integral to process of change. They recommend proper management of conflict as it 

promotes high level of competition between individuals and groups. Intra-personal 

conflict occurs when there is a conflict of values, that may relates to roles that an 

individual is required to play and decisions he has to take in the organization. Inter-

personal conflict occurs due to dis-agreement over the goals of the organization. These 

are further aggravated due to difference of opinion. Inter- group and inter-departmental 

conflict take place when universality of policies, procedures and standards do not exist. 

Intra- organizational conflicts relates to horizontal, vertical and line and staff conflicts. 
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5.1.6 KEY WORDS 

 

Perceived conflict                                 Accommodating  

Avoidance                                            Compromising 

Dysfunctional conflict                          Conflict 

 

5.1.7 CHECK YOUR PROGRESS 

Q. 1 Define conflict? 

Q.2 What do you understand by organisational conflict? 

Q.3. Explain functional and dysfunctional conflict 

Q.4. Explain with help iof a diagram conflict resolution model 

 

5.1.8. FURTHER READING 

1. Kondalkar.V.G.  Organisational  Behaviour; New Age International Publishers, New 

Delhi, First Edition (Reprint) 2008. 

2. Brooks Ian, Organisational Behavior; Individual, Groups and Organisations; Pearson 

Education Third Edition 2007. 
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5.2 INTERPERSONAL AND GROUP BEHAVIOUR 

 

Objective: After studying this unit, the students will be able to understand   

 Inter personal behaviour between the individuals and the group members. 

 Responsibilities and the obligations on the part of group members to accomplish group 

objectives. 

 Various factors that bind the group members together leading to achievement of group 

tasks. 

 Various theories of group formation 

Structure 

5.2.1 Introduction 

5.2.2 Types of Groups 

5.2.3 Theories of Group Behaviour 

5.2.4 Summary 

5.2.5 Key Words 

5.2.6. Know your progress 

5.2.7 Further Readings 

 

5.2.1 INTRODUCTION 

 

A work group is collection of two or more individuals, working for a common goal and are 

interdependent. They interact significantly to achieve a group objective.  For a manager it is 

difficult to manage group because of varied nature, personality   traits, attitude of individuals and 

personal interest in the group job   group members display on situations.  It is therefore important 

for managers to understand group member behavior and deal effectively with the group because 

of the synergy they provide.  Manager should be able to achieve not only group objective but 

should be able to fulfill individual objectives within the overall organisational frame work.   
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5.2.2 TYPES OF GROUPS   

 

1. Formal Group: Formal group is designated work group defined by the organizational 

structure. It is collection of employees who work together to contribute towards achievement of 

organizational objective. For example aircrew. Formal groups are formed based on the work and 

human resources required by skill, knowledge and experience to achieve organizational task.  In a 

manufacturing unit, the organizational task is sub divided into groups   and teams.  Each group is 

composed of various members based on the human resource requirement.                                                                               

The members of the group report to a designated leader. They interact with each other on official 

level. 

                                   

 

                                                    Types of Groups 

      

Formal group                       Informal group 

 

 

Command   Task  Committee                        Inter group 

Group  group   

 

 Interest                       Clique                      Psychological 

 Group     groups                      

 (Friendship)  

 

2.   Command group:   It is formed to carry out a specific task.  There is a leader in a group 

who is also designated by the organisation.  He receives orders from  his superior and reports to 

him about group activities and performance.  A task group is made up of individuals from across 

the functional areas. They work together to complete a job/task.  Task group boundaries are not 

limited to its hierarchical superior. Once the task is complete the group members   fall back to 

their respective parent groups.  
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3.   Committee: The other form of formal group is committee.  It can be of permanent or 

temporary nature.  Planning committee, finance committees are of permanent nature, they keep 

working all along and have a designated authority to control the work.  There are temporary 

committees, which are formed to accomplish a one-time works   like committees formed at 

district levels to issue identity cards to citizens.  They were formed for specific work and have 

been disbanded since they have completed   their work.  

Informal Groups: Informal groups are groups that are not formally organized in the work 

system to get the job done but develop on their own randomly at workplaces because of common 

interest and mutual liking of the group members.  For example two members of production 

department, supervisor and two members of body manufacturing   department, HR department 

members and few Individual from finance dept may form a friendship group.  This development 

takes place because of the interaction they have with each other during the official work.  

Members from within one group or members from different department or even an organisation 

can form an informal group. The features of such groups are as under 

 Informal groups are formed by various members themselves if has no official sanctity. 

 These groups are formed based on commonality of culture, religious function, liking for 

each other and common interests. 

 Their contribution for success of formal group is immense if properly handled by official 

authority. 

 These groups evolve their own structure, elect their own leaders and have followers.  

They work based on group norms, social norms and code of conduct. 

 They represent the human side of an organization 

 The group exists without any rigid rules.  Their common interest is bond for existence. 

          

Psychological Groups: „Emergent‘ behaviour is related to behaviour of group members as 

informal group and involving themselves in various activities, interactions and sentiments based 

on common interests, value system and social bondage they develop.  When such informal group 

members develop highest level of sentiments or affinity among themselves and become aware of 

each-others needs and potential contribution to further group objectives.  These groups are called 

psychological groups.  The distinct   feature of such informal group is that the members become 

close knit, develops strong feeling of togetherness and get identified by the group.  A feeling that 

‗we‘ belong to a particular group sets in deep into the behaviour pattern of all group members.  At 

times the strength of informal group identity becomes so strong that the members are more loyal 

to their friendship group as compared to their normal group.  The managers restructuring the task 
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activities and using appropriate group processes to channel the emergent behaviors in a way that 

will help organizations to achieve its goal this phenomenon can be used effectively for the 

betterment of organization.   

 

5.2.3 THEORIES OF GROUP BEHAVIOUR 

 

1. Propinquity Theory of Group Behaviour (George Homes 1950-60) 

Propinquity   means affiliation   which may be due to spatial or due to geographical proximity.  

Group Behaviour   refers to activities, interactions and senticements.  In any organisation, the 

behaviour of a group   is analyzed based on ‗required‘   behaviour that refers to those actions the 

organisation expects employees to perform effectively.  It relates to the job that   each group has 

to perform.  The instructions for job performance are communicated to the group by way of job 

description, meetings, instructions by supervisors to the workers and other formal   instructions 

that may be used from time to time.  The managers expect that the employees follow these 

instructions in letter and spirit. While on the contrary, members of the group display an emergent 

behaviour.  It refers to the activities the members get   involved in the workplace which are of 

private nature and applicable to common interest of the members of the group. Whatever be the 

type of behaviour, each member is   involved in various activities, carryout interaction with group 

members and develops sentiments. Let us see as to how does this phenomenon occur?  Activities 

are those behaviours when a group member is involved   with other member or group to perform 

his duties as is laid down in the work schedule.  More   complex the job and critical nature of 

work more will be the activities involved. These are certain activities like chatting or taking 

coffee together is called emergent activities that the group often gets   involved.  Activities   that 

are required to be carried out officially with the other members of the group involve interaction.  

Group member also interact with other members on social platform, which may be called 

emergent behaviour which relates to feelings, beliefs and values held by group members.  All 

these Activities requires interaction and exchange of knowledge, know how and ideas to perform. 

More of such interactions develop a bond of friendship (or even hate) among the group members.  

Apart from official side there are certain impersonal side of   organisational systems and process 

that must   be promoted for better group member relationship for higher productivity and conflict 

free organisational work environment.    
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2. Balance Theory 

Balance theory was proposed by Theodore Newcomb that states that ― persons are attracted to 

one another on the basis of similar attitudes and common interest relevant to some object or a 

group goal.  See Figure  Below:     

A      B 

 

. 

          C  

Life style, work, authority religion, politics 

             Figure5.2 -Common attitude and value system 

As a long as there is a balance the relationship lasts.  If due to some reason an imbalance is 

created efforts are made by both to restore the balance by compromising.  If that  does not work 

the relationship is broken.  Reasons for maintaining relationship is based on common interest in 

politics, religion, similar life style, authority etc.  In the Organisation interest it is the 

responsibility of the manager to ensure to ensure effective functioning   of the group. 

 

3. Exchange Theory 

Exchange theory is based on cost -reward relationship.  Every individual before joining the group 

evaluates its outcome If he feels that the outcome  (reward) is greater than the cost he joins the 

group.  It should be noted that an individual joins group if a minimum positive level of outcome 

exists in order to establish attraction and affiliation to take place.  The cost of relationship or   

affiliation is measured in terms of outcome that relates to fulfillment of various levels of needs of 

an individual. 

Group Dynamics 

Group Dynamics Group dynamics is concerned with interaction and forces between 

group members in a social situation.  Concept of group dynamics was first evolved by  

Kurt Lewin in 1930s who viewed the  concept from the perspective of internal nature of 

group, why they form, how they form, the structure of group, how they function  and its 

effect  on other group members, other groups and the organisation. Following concepts are 

relevant for the study of group dynamic. 

1. Norms: Group Norms are set of beliefs, feelings, and attitude commonly shared by 

group members.  These are also referred to as rules of standards of behaviour that  apply  

to group members‖.  These are prescriptions of behabiour accepted and determined by the 
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group.  As per the Handbook of Industrial and organisational psychology, the Norm is 

defined as ―acceptable standards of behaviour that are shared by the group members. All 

groups have established norms, that is - norms tell members what they ‗ought‘ and ‗ought 

not‘ to do a thing under certain circumstances. From an individual   stand point; they tell 

what is expected of them in certain situations. When agreed to and accepted by the group, 

norms act as a means of influencing    the behaviour of group members with a minimum 

of external control. Norms differ among groups, communities and societies, but they all 

have them.‖  

Types of Norms: Norms may differ from organisation to organisation, nature of work 

and the location.  Following norms are generally found and practiced by all the 

organisations. 

 (a) Performance Norms: Performance standard is set by the individual worker and 

approved by the superiors.  These are generally Norms industry standards prevailing in a 

particular type of industry and restricted to geographical limits.  All the individuals are 

expected to fulfill their task within the stipulated time.  If some worker is slow and 

cannot cope up with the workload, is assisted by other group member.  On the contrary if 

some worker produces more than what is required to do is reprimanded by the group 

members and discouraged to produce more than upper limits set by the organization so 

that management does not raise their expectations. 

(b) Appearance Norms: Appearance norms are related to dress code and code of 

conduct in the organization.  In good organization dress while on work, dress for sports 

function or for dinner are laid down.  In defence services such norms are inbuilt in the 

organizational culture.  As regards to code of conduct, an individual is expected to be 

loyal and display total   dedication to the organization he serves.  Workers are not 

expected to report about fellow workers to   the superiors.  In the same way members are 

not expected to divulge company secrets to any other organization, no matter how much 

tension prevails between workers and management. Group norms are a very powerful 

tool for high productivity and maintenance of peaceful   relationship among the fellow 

workers.  

(c) Behaviour Norms: The management issues Guidelines for general behaviour so that 

all the employees display behaviour in an identical manner. These guidelines may cover 
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various aspects relating to the work.  This may include time management, punctuality, 

salutation, showing respect to the views of   other member‘s behaviour while on shop 

floor and level of professionalism that an individual should possess.  These norms 

eventually take the form of organization culture and are very useful for   bringing down 

the conflict or stress level among the group members 

Status 

Status refers to the official   position enjoyed by   an individual in an organization.  It is 

importance and deference that people give to others.  People at higher level who have 

devoted themselves and brought credit to the organisation enjoy   higher status.  They 

therefore exercise more control over their subordinates.  Those who are more competent 

have more say in group decision making as compared to low status   individual. All the 

members in a group do not enjoy equal status.  Standing of a person in a group depends 

on various factors as mentioned below: 

 Personal attributes  

 Charismatic disposition     

 Demographic characteristics  

 Educational level, experience, length of service in the organisation  

 Expertise 

 Proven track record in accomplishing group task. 

In certain cultures female children are accorded low status.  If has also been seen that in 

Indian culture, low status is accorded to the individuals coming from low caste system.  

Influence of social, cultural and family background play a dominant role in according 

status to individual.  Employee   whose father is on the board of directors enjoys a  

special (high) status irrespective of his personal achievements. 

Cohesion 

Cohesiveness defines the degree of closeness that the members feel with the group.  It 

identifies the strength of the members‘ desires to remain in the group and degree of 

commitment to the group.  Cohesiveness of the group is reflected to the extent of unity 

displayed by the group members and adherence to the group norms.   It is ―WE‖ feeling 

displayed by the members of the group cohesion can be achieved when there is a feeling 

of attraction and adherence to group norms.  Cohesiveness of a group can produce 
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miracles in the organization if group objectives and organizational objectives are 

complementary to each-other.  If they differ then the group cohesiveness can be 

disastrous for   the organization.  For example if organization wants to improve  sales by 

10% in a particular period, this can be achieved provided group is assured of devidants  

out of additional revenue  caused by additional sales.  If no incentives are provided then 

the cohesiveness of sales group will   become counter productive and dysfunctional for 

the organization.  If the organization and the group can subscribe to the common goals, 

then the high cohesive group will be valuable.  In such situation required and emergent   

behaviour of the group become identical. But if group does not subscribe to the 

organizational goats then the cohesive group will  be detrimental to the organization‘s 

goal. In this situation required and emergent behaviour are incongruent and cohesive 

group become dysfunction to the organization.  It is therefore very important for a 

manager to use group cohesiveness to the advantage of the organization by identifying 

group member goals and aligning the same with organizational goals. 

Conformity  

Members in the organization want to belong to a group for various reasons.  First they 

want to belong to a group to fulfill the need of social security.  The second reason is the 

conformity to group decisions in conflicting and confusing situation as a best bet,.  When 

individual belong to a group he abides by group norms and the group decision   against   

ones own judgment.  Individuals need for affiliation is satisfied   when an individual is 

fully accepted in the group by group members.  In conflicting situation an individual  

they goes by the decisions made by the group, unions as they provide  the employees  

security  against exploitations by the organization. Conformity with group norms, group 

decision provide an   individual enough emotional strength to cope with organization 

stress.  
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Groupthink  

Groupthink is a phenomenon in which the norms   for consensus   override the realistic 

appraisal of alternative course of action. Groupthink is a situation when all the members 

of a group are aligned to each other in the group and blindly abide by the group decisions.  

No external pressure is applied.  In the process it has been seen that poor decision are 

made by the group as no one resist the decision, groupthink phenomenon is bad for group 

decision making because group members don‘t take decision based on rationality, non 

use of available data, and overestimation about ability.  Too much of group cohesion is 

dangerous for equality decisions. 

5.2.4 SUMMARY 

Concept of group came in existence along with division of work. The group is collection 

of two or more individuals working for a common goal and is inter dependent. It is 

difficult for a manager to understand each individual because of different behavioral 

patterns of the members.  Concept of Group dynamics was first introduced by Kurt 

Lewin in 1930s. There are two types of groups. These are formal group of which 

command group, task group and committee form the part. The second type of group is 

informal group. This contains interest group, clique and psychological group. There are 

various theories of group behaviour. Homes proposed Propinquity theory of group 

behaviour. The theory deals with activities, interactions and sentiments of individuals that 

lead to affiliation caused due to spatial or geographical proximity. It has been observed 

that individuals display required or emergent behaviour in work environment. Second 

theory of group behaviour was proposed by Theodore Newcomb called ‘balance theory’. 

The theory explains as how people are attracted to each other based on common attitude 

and value system. This may include life style, work, authority, religion and politics. 

Exchange theory deals with affiliation that takes place based on cost-reward relationship 

that is measured by psychological aspects like feelings anxiety and so on.  

Following concepts are relevant for the study of group dynamics. These are as under: 

Norms are set of beliefs, feelings, attitudes commonly shared by group members. Norms are of 

various types. These are performance norms, appearance norm and behaviour norms. 

Development of norms is a continuous process and is based on behaviour displayed by various 

members of the group on various occasions. These include explicit statement made by group 
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members, critical events in the life of the group primacy of behaviour and the past experience, 

Status and cohesiveness. 

 

5.2.5 KEY WORDS 

Group dynamics Propinquity Theory  

Norms  Exchange theory 

Formal Groups Balance Theory 

Psychological groups  Informal groups 

 

5.2.6 CHECK YOUR PROGRESS  

 

Q.1. What do you understand by group dynamics? 

Q.2. What are various theories of group dynamics? 

Q.3. Explain various types of groups. 
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3. Paul and Hersey and Kenneth H. Blanchard, ―Management of Organisational Behaviour”   

Utilising Human Resources, 5
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5.3 LEADERSHIP-ITS APPROACHES AND STYLES 

 

Objective: After studying this sub-unit, the students will be able to… 

 Understand various styles of leadership that they can practice in their life time 

 Difference between the leader and a manager 

 The importance of adopting a particular leadership style depending upon the type 

of people you lead and the environment 

 To practice various leadership style to achieve organisational objectives. 

 

Structure 

5.3.1 Introduction 

5.3.2 Leadership styles      

5.3.3 Theories of Leadership 

 

5.3.4 Summary 

5.3.5 Key Words 

5.3.6 Check your progress 

5.3.7 Further readings 

5.3.1 INTRODUCTION 

Are leader born? Can the leaders be trained? Nobody has ever answered these questions 

so far. As a student of management, it important for us to understand various theories of 

leadership and how these can be implemented. Success of leader depends upon the style 

he chooses and the readiness of the subordinates to adapt to a particular leadership style. 

It should be understood that the effectiveness of leadership style largely depends upon the 
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situation, power position of the leader and the subordinates level of understanding. When 

we study two words are commonly used. These are manager and leader. There is 

difference in both the words. Leader has a wider connotation and is preferred to be used. 

The difference is given below:  

         Manager characteristics                    Leader characteristics 

 

Administers-     Innovates 

Copy -      An original 

Maintains –     Develops 

Focuses on systems and structure- Focuses on people  

Short-range view-    Long-range view 

Relies on controls-   Inspires trust 

Asks how and when-   Asks what and why 

Eyes on the bottom line-   Eye on the horizon  

Imitates –    Originates 

Accepts the status quo-   Challenges 

Classic-      Own person 

Does a thing right-   Does right things 

 

5.3.2 LEADERSHIP STYLES (BASED ON AUTHORITY) 

1. Autocratic leadership: this type of leadership is practiced by the managers concentrating on 

power and authority within themselves. Leader expects high degree of compliance by 

subordinates. he is dogmatic and positive in his approach.  Manager exhibiting this type of style 

has ability and enforces decision by use of rewards and fear of punishment. Communication tends 

to be primarily in one direction from manager  to follower.  Some autocratic leaders are seen as 

―benevolent autocrat.‖ Though they  listen considerably to their followers‘ opinion before making 

any decision, the decision remains to be their own. They seemingly consider their subordinate‘s 

ideas but when it comes to decision making they are more autocratic than benevolent. An 

advantage of autocratic leadership is the speed of decision-making, as the leader does not have to 

obtain group members approval however there appears to be a low morale syndrome on the group 

members because their views are not given due consideration and may resent the decision and 
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support the same as little as possible. The pattern of communication with subordinates and 

influence exercised over them in various leadership styles is given in Figure below: 

 

     

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

 

 

 

 

 

 

 

 

 

        

Figure 5.3-Flow of Communication and Influence. 
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2. Democratic or participative leadership 

In contrast to autocratic leadership, democratic or participative leader consults 

subordinates, encourages participation in decision-making. In the process of interaction 

with subordinates, democratic leader suggest actions or decisions and obtains views of 

those under him. He has respect for subordinates views and does not act without their 

concurrence. The leader is supportive.  This style of leadership has various advantages, 

which include high morale and support of subordinates, smooth implementation due to 

subordinates being party to decision making. Because of the participation of 

subordinates, the quality of decisions is better as compared   to the autocratic leader.  

Disadvantages include slower decision, lack of accountability for decisions per se and 

possible compromise in the process of trying to please majority of the people involved in 

decision making.  

3. Laissez-faire leadership  

A leader who practices laissez-faire leadership is also called ―free rein‖ leader who uses 

his power very little giving subordinates‘ full freedom of action and independence for 

setting their goals and means of achieving them. This type of leaders depends heavily on 

subordinates and sees their role as one of aiding the operation of followers by furnishing 

required information when asked for and acts only as contact between various 

departments and outside agencies (external environment). Here the leader attempts to 

exercise very little control or influence over the group members. Such type of leadership 

style promotes individual growth and freedom of action for goal setting. However, the 

loose control by the leader over the group may lead to lack of group cohesiveness and 

unity of purposes toward organizational objective This may ultimately lead to 

inefficiency and even worse to chaos. 

          The use of any style will depend on the situation. Managers may be highly 

autocratic in emergency or when they are custodian of a particular solution. The same 

leader may be participative when he wishes to find alternative solutions to the problem. 

Model discussions are carried   out in the Defense Services to arrive at a solution to 

operational problems by involving as many subordinates as possible.  In Research and 
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Development organization the leadership style may even be of free- rein where problem 

has been defined and subordinates are left to themselves to arrive at a solution and 

minimum involvement of a manager is expected. Deference between   autocratic, 

democratic and laissez-faire leadership styles is given below in a diagrammatic form 

below: 

 

  

   

   

      

 

 

 

 

 

 

 

 

 

5.3.3 THEORIES OF LEADERSHIP 

1. Trait theory of leadership 

Not all managers are effective leaders and not all leaders are effective managers. It is 

therefore difficult to identify effective managers and leaders. Early studies of leaders defined 

them by traits they were supposed to exhibit Sometimes it was also called ―attributes‖ that the 

leader possesses.  The theory therefore was called ―trait theory‖ or attribute theory of 

leadership. It is also known as ―great man‖s theory. A leader might be described as loyal, 

brave, trustworthy or companionate. But all these qualities may not be found in a successful 

leader.  Therefore long list of unending traits may be listed as desirable for a leader.  Despite 

these difficulties, Davis* has identified four characteristics that leader tends to have (*Ref: 

Keith Davis, human behavior at work, 4
th
 edition Mc Grow- Hills, New York, 1972) not all 

leaders have them.  They are more likely to be present in middle and upper- level managers 

than in those who hold lower- level supervisory positions.  Their characteristics are as under:  

Autocratic 

 

1. Determination of 

policy by the leader. 

2. Techniques and 

activity dictated by 

manager. One 

at a time, future 

course not 

Known. 

3. Dictates tasks and 

forms group by 

selecting individuals 

by himself 

4. Leader is ―personal‖ 

in praise and 

criticism. Keeps 

away 

Democratic 

 

1. Policies are decided by the 

group assisted by the 

leader. 

2. Techniques, processes 

decided during group 

discussion.  Technical 

advice sought from 

managers. Courses two or 

more suggested by 

managers. The group 

makes a choice. 

3. Members can work with 

Whomsoever they want 

to. 

4. Leader is objective and 

tries to be group member. 

Laissez-faire 

 

1. Complete freedom. 

Decision by 

individual/group. 

2. Material supplied by 

leader. No part in 

discussion decision of 

techniques processes by 

individuals. 

3. No pert played by leader 

in determining task and 

who is to accomplish 

that. 

4. No praise no comments. 

Act as defunked leader. 

He fills the vacancy no 

personal contribution.   
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1. Intelligence: leaders tend to have higher degree of intelligence than their 

followers. 

2. Social maturity and breadth:  leaders have a tendency to be emotionally 

mature and to have a broad range of interests. They are members of somewhat 

exclusive social club. 

3. Inner motivation and achievement drives: leaders want to accomplish things, 

when they achieve one goal they seek out another.  They are inner motivated 

and do not depend on outside forces for their motivation. 

4. Human relations attitude:  Leaders are able to work effectively with other 

persons. They understand that to accomplish any task they must be 

considerate of others. 

Leadership skills and style   

Another way of analyzing leadership behavior in terms of skill possessed by the 

leader.  There are three types of skills, which are required to be used appropriately at 

different levels of management.     

Human skills are important for all the levels of management. They are concerned with 

interpersonal relationship between managers and other persons who come in contact with the 

leader. The leaders apply internal motivation to the employees so that their willing obedience and 

cooperation is obtained. Conceptual skill involves the ability to view the organization in strategic 

term. They are most important at the top levels of management where long-term strategic terms. 

It is most important for top level management where long term planning and futuristic thinking is 

required. As managers move to higher position in the organization they must develop and utilize 

the conceptual skill increasingly. But at times managers are found wanting of this skill.  Training, 

development and exposure to various situations would make the managers to cope up with higher 

responsibility, because based on maturity and understanding, the subordinates would 

judge the effectiveness of a successful leader. Technical skills deals with the knowledge, 

skills, experience in a particular field. Technical skill of a manager can always be 

developed by assigning him higher responsibilities and exposing him to different work 

situations. It can also be developed by detailing the leader to attend various seminars, 

workshops and conferences at various professional institutes and organisations. 
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5.3.4 LIKERT‟S FOUR SYSTEMS OF MANAGEMENT 

 
Prof. Rensis Likert carried out studies relating to patterns and styles of leadership in the 

university of Michigan for almost 30 years. He has developed a model called Likerts four 

system relating to leadership styles. His ideas & approaches are important for 

understanding of human behavior in the organizations. Likerts four systems of 

management one as under 

Syatem-1 Exploitive-authoritative 

Managers‘ prating exploitive authoritative system of management is highly autocratic, 

have no trust in subordinates and put a finger everywhere. They believe in motivating 

people through fear and punishment and occasionally reward them They engage in down 

ward communication and limit decision-making at top level of management only. 

System-2 Benevolent- authoritative  

Managers practicing benevolent- authoritative type of leadership display full trust and 

confidence in their subordinates. They motivate the employees by giving occasional 

rewards but maintain fear amongst subordinates and awards punishments wherever it is 

required.They believe in minimum upward communication and invite some ideas relating 

to issue in hand. Managers permit certain decision-making and delegates authority to a 

limited measure. They exercise close control policy in leading their subordinates. 

System 3 -Consultative 

Managers practicing consultative type of management have substantial but not full 

confidence and trust in their subordinates. Usually they make use of ideas and opinion of 

subordinates. They believe in upward and downward communication when dealing with 

subordinates. To motivate, the managers issue rewards but occasional punishment is also 

awarded. They lay down broad policy and keeps decision making on important policy 

matters to top level. However, specific decision-making is left to subordinates which may 

relate to day to day functions within the policy parameter laid down. 
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System-4 participative- group 

Likert‘s fourth management system is called participative- group leadership. In this 

system managers have complete confidence and full trust in subordinates on all matters 

of organization. They always get ideas from subordinates and use them constructively. 

They give economic rewards for participation, involvement in goal setting. Manager 

practicing participative- group system of management encourages decision making by 

subordinate and merge themselves in the group and carryout task without any 

differentiation. They believe and encourage communication with subordinates, superiors 

and with the peer group. As name suggests, managers participate in-group activities 

throughout the organization. 

2. MANAGERIAL GRID  

“Managerial Grid” style of leadership was developed by Robert Blake and Jane mouton 

(1969). The managerial grid model explains concern of a manager for production and people. 

Blake and mouton‘s model helps to measure a managers relative concern for people and task and 

reflects bi-directional nature of leadership. The managerial grid shown at figure-15/2 identifies a 

range of management behaviour based on the various ways that the task oriented and employee 

oriented styles, which have been explained as a continuum on a scale of 1 to 9  as Figure below: 

Blake and mouton have very clearly emphasized the concern for people and production. 

Concern for people includes such elements as degree of personal commitment towards 

goal achievement, maintenance of self-esteem of people, assigning task based on trust, 

provision of good working conditions and maintenance of good inter- personal 

relationship. When a manager has concern for people, he is more worried about 

fulfillment of various need factors that are included in Hygienic factors of McGregor in 

his motivational style. As far as the leadership style that displays concern for production, 

includes elements like output of the workers, work efficiency, quality of policy decisions, 

various processes and procedures that are followed during the production process. It also 

includes creativity, research and development under taken, quality of product produced 

and last but not the least services provided by the staff. Let us now study four styles of 

leadership. 
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High 9 

 

 

 

 

 

 

8 

 

1:9 

Country Club Management 

(Thoughtful attention to need of people 

for satisfying relationship leads to a 

comfortable, friendly organization and 

work tempo. 

 9:9 

Team Management 

Work accomplishment is from  

committed people; Inter 

dependence through a ―Common 

Stake‖ in organization. Purpose 

leads to relationship of trust and 

respect. 

Concern 

for 

people 

    

7    

    

6  5:5 

Middle of the Road Management  

Adequate performance through balance 

of work  requirements and maintaining 

satisfactory morale. 
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1 

 

1:1 

Impoverished Management 

(Exertion of minimum efforts to get 

required work done is appropriate to 

sustain organisational membership. 

 9:1 

Autocratic – Task Management 

Authority Compliance. 

Efficiency in operations results 

from arranging conditions of 

work in such a way that human 

elements interfere to a minimum 

degree. 

           0          1               2               3          4              5       6                   7           8                   9 

    Low                                                                   High                       

               

Concern for Production 

Figure5.4: Managerial Grid 

1:1 Impoverished management  
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Under this style (as shown in the figure- left bottom corner,) is referred to as 

impoverished management or Laissze -faire type of management managers do not 

involve themselves with the work or people, they  only mark time and have abandoned 

their job. They act as messenger to pass information from superiors to subordinates. They 

neither display any concern for people nor for the production. They display minimum 

involvement in the job they are assigned to and just mark time. This amount to exertion 

of minimum efforts on the part of leader to get required work done is appropriate to 

sustain organisational membership. 

 

 

 

 

9:9   Team management 

At the extreme opposite is team management style of leadership where managers mesh 

interest of people and production needs in the balanced manner. Their involvement is 

total. They are real team leaders who have full knowledge, skill and aptitude for job and 

also concern for the welfare of workers. Blake and Mouton argue strongly that style 9:9 is 

the most effective management style. They believe, this leadership approach will, in all 

situations, result in improved performance, low absenteeism, and turnover and high job 

satisfaction. 

1:9 Country club management 

Leaders who follow this style of leadership display very high concern for people and very 

little interest for production. They create a very relaxed and friendly environment. There 

are no organizational goals and very loose style of functioning. The working is workers 

welfare oriented. 

9:1 Autocratic- task oriented 

This leadership style concentrate on setting of organizational goals, development of 

effective operations systems, utilization of organizational resources, achievement of 

objectives and stress on quality of work and production .The leader functions in an 

autocratic way with no or very little  concern for people. 
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 5:5 Middle of the road management 

Managers have both concern for people and production. They set moderate production 

goals and achieve them. They have equal concern for people and work. They achieve 

reasonably satisfactory results in maintain high morale of workers and meet production 

requirements 

                   

3. CONTINGENCY APPROACH TO LEADERSHIP 

As studied earlier, Trait Theory is not conclusive and behavioural approach to leadership 

depends largely to the nature and content of the work and prevailing organizational 

culture. Researchers therefore began trying to identify those factors in each situation that 

influenced the effectiveness of a particular leadership style. Contingency approach to 

leadership is therefore important.  The theory focuses on the following factors.  

(a)  Task requirements 

(b)   Peer‘s expectations and behaviour  

(c)    Employees‘ characteristics, expectations and behaviour 

(d)  Organisational culture and policies 

 

4. CHARISMATIC LEADERSHIP 

              (a)  Vision: Charismatic leader has vision.  He sees an organization from futuristic  

point of view and has a great foresight to preempt problems and seek solution and     

therefore  

             he   is ahead of his competitors and sails in safe waters. 

(b) Risk takers: Charismatic leaders take great amount of risk to accomplish        

kings. 

(c) Sensitivity to environment constraints and follower need: Charismatic 

leaders display a high degree of knowledge and its applicability to practical  

problems likely to face may be shortage of raw material, competitors  strategy, 

trend in market and likely pattern that may emerge. They believe the subordinates 

contribution and hence the importance to their needs. 

(d) Distinct Behavioral pattern:   Charismatic leaders are sympathetic towards  
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Subordinates and hence a soft corner for them. They are supportive and employee 

oriented. They behave differently in different situation and do not have a brand.                                           

Charismatic leader influences subordinates by articulating   An appealing vision.  

This vision provides a sense of continuity for followers by linking the present 

with better future for organization. The leader then communicates high 

performance expectations and expresses confidence that followers can attain 

them.  This enhances   follower self- esteem and self -confidence.  Next leader 

conveys through words and actions, a new set of values and by his or her 

behavior, sets a example for followers to imitate.  Finally the charismatic leaders 

makes self sacrifices and engages in unconventional behavior to demonstrate 

courage and convictions about the vision  Charismatic leadership is more 

pronounced when there is a high degree of uncertainty and leader is able to come 

out successfully.   

5. Transformational Leadership    

This type of leaders guides their subordinates by establishing goals which can be achieved by role 

identity and task requirement.  Transactional leader use reward system very effectively to achieve 

organisational goals and set new standards.  Transformational leadership follows various 

leadership models. Transformational leadership is practiced when leader intellectually stimulates 

the subordinates, excites, arouses and inspires them to perform beyond their expectations.  By 

providing a new vision, the transformational leader transform the followers into people who want 

to self- actualize.  Leader by inspiration have won wars by voluntarily demanding highest 

sacrifices of soldiers in the battlefields. History is replete of various examples of valour and 

sacrifices.  Transformational leadership is beyond the charismatic leadership. Field  Marshall S H 

F J Manekshaw, the then COAS of Indian Army provided transformational leadership which 

worn 1971 war by Indian Army. 

5.3.5 SUMMARY 

 

Leadership is an art of leading subordinates. Leaders are visionary and by sheer nature 

achieve willing obedience of their subordinates They take calculated risk and display 

devotion to duty, concern for employees. Leadership is about influencing subordinates to 

act willingly  towards achievement of organisational goals. A successful leader should 

have an ability to use power successfully. They should be able to identify human needs 
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and inspire them even in hopeless situation. A good leader should arouse motivation 

among employees and create a climate conducive to work. 

There are various leadership theories. Traits Theory of leadership is also called ‗great 

man‘s theory‘. The theory suggests that to be leader, a person must possess certain traits. 

Davis has identified that a good leader should have intelligence, social maturity, inner 

motivation, achievement orientation, maturity and lastly the human relation‘s attitude. As 

far as the study of human skills is concerned every leader has human skill, technical skill 

and conceptual skill in varying degree. There are various leadership styles based on 

authority. These are autocratic leadership style, democratic leadership style free rein and 

laisse-faire leadership style. There is no one best style.  It will depend upon the prevailing 

situation in the organization. 

Likert carried out research on leadership styles. He concluded that there are following 

four systems of leadership. 

System 1  Exploitative—authoritative 

System 2  Benevolent—authoritative 

System 3  Consultative 

System 4  Participative—group  

Robert Blake and Mouton developed a leadership model commonly known as 

―Managerial Grid‖. The model is based on bi-dimensions. The scientist  believe that 

every leader has concern for people and production in varying degree. Based on this 

premise Blake and Mouton have identified following leadership styles. 

(a) Impoverished Management--Leader is having no concern for people or task. 

(b) Team Management—Managers combine interest of people and production in a 

balance manner. 

(c) Country Club Management—Leader displays very high concern for people and 

low concern for the task. 

(d) Autocratic Task—Leader displays very concern for the task and very little 

concern for the people. 

(e) Middle of the road Management—A manager who has an equal concern for 

people and the task. 

. 
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Charismatic leadership is a unique type of leadership style. A leader who practices this 

type of leadership has following characteristics namely 1. leader has a vision. 2.he is a 

risk taker. 3. he displays sensitivity to environmental factors and follower needs. 4. He 

displays distinct behavioral pattern based on situation. 5. The charismatic leader makes 

self sacrifices and engages in unconventional behaviour. 

Transformational leadership is based on stimulating follower to achieve organisational 

goals by inspiring them. The individuals so motivated that they can sacifies themselves to 

protect honor, dignity and value system. 

5.3.6 KEY WORDS 

Managerial Grid                     Exploitative-authoritative                                                            

Benevolent-authoritative                          Autocratic leadership  

Democratic/Participative leadership        Participative-group  

laisse-faire 

Impoverished- Consultative 

 

5.3.7 KNOW YOUR PROGRESS 

Q 1   Define Leadership. What are various ingredients a leader should possess. 

Q 2   Leadership is a cornerstone of managing an organization. Discuss 

Q 3   Critically examine Likert‘s four system of leadership. Which of the system, you feel 

is ideal, give reasons.  

Q 4   Explain ―managerial Grid‖ with the help of diagram. 

Q 5 Charismatic leaders have different characteristics, that make them stand out as 

successful  leader. Explain. 

Q 6  Explain Transformational leadership. This type of leadership style has come to stay.  

        Express your views. 

5.3.8 FURTHER READINGS 

1. Bernard, M.bass, Bass and Stogdill‘s “Hand Book of Leadership” 3
rd

 edition, free 

press, New York, 1990. 

2. Harold Koontz “Management” Mc Graw Hills International Edition, 1994. 

3.   Keith Davis, “Human Behavior at Work,” 4
th

 edition Mc Grow Hills, New York, 

1972. 
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5.4 WORK STRESS AND STRESS MANAGEMENT 

Objective: After studying this sub unit, the students will be able to understand 

 The organisational environment causes certain amount of stress that needs to be 

reduced for better productivity and interpersonal relationship.  

 Individual poses certain amount of stress from the group member due to 

groupthink 

 Individual‘s personality and the social environment causes stress 

 The employees will be able to reduce stress, if suggested strategies are 

implemented by them. 

Structure 

5.4.1 Introduction 

5.4.2 Organisational stressors 

5.4.3 Group stressors 

5.4.4 Individual stressors 

5.4.5 Managing stress 

5.4.6 Summary 

5.4.7 Key words 

5.4.8 Know your progress 

5.4.9 Further readings 

 

5.4.1 INTRODUCTION 

 

1. People experience stress in private life and at work place. People have to work 

effectively against time and within the parameter of various rules and regulations. It is 

not always possible to create an organizational climate conducive to work.  Various 

department, groups and external environment factors affect individual behaviour. 

Minimal level of stress is required for organizations to operate effectively. Excessive 

stress is harmful for the individual as it causes mental and physical disequilibrium to the 

individual and subsequently leads to physical and mental disturbance. People suffer from 
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high blood pressure, heart attack when stress is beyond control of the human beings. It is 

therefore necessary to identify causes of stress and modify behaviour so that the 

individual energy is directed toward organizational productivity and healthy organisation 

climate is created. 

2.. Stress and Behaviour: Stress is a state of mind which reflects biochemical reactions 

in the human body. Environmental and internal forces cause sense of anxiety, tension and 

depression to human being. As stress is the non specific response of the body to any 

demand, it is necessary to understand specific or routine activities that cause stress. There 

are two types of activities. Desirable activities and undesirable activities. Both these 

activities create stress. The stress created by desirable and successful effects is called 

―eustress‖ Eustress is a positive, healthy and developmental stress response. It leads to 

better performance and a more adjusted personality. In eustress situation we learn how to 

deal with the situation better, it improves our capacity to deal with stressful situation 

better. Stress created by undesirable outcomes is known ―distress‖. It is primarily the 

distress form of stress which causes undesirable effects on physical and psychological 

well – being of the person. Highly stressful activities weakness individuals‘ ability to 

cope up with various situations. Just as extremely high level of stress is harmful and 

damaging, extremely low level of stress is also equally harmful. It causes boredom, 

reduces innovativeness and ability to face challenges. Thus moderate level of stress is 

desirable for higher level of performance. 

 

5.4.2 ORGANISATIONAL STRESSORS 

 

1. Organisational stressors include the following: 

 Organisation have long list of policies that includes mission statement, strategies, 

policies. 

 Poor organizational structure and faulty job design, reporting channels of  

communication. 

 Old and time tested long processes, systems that have not been updated 
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 Poor working conditions.  

 Organisation mission and subsequent department goals have a long lasting impact 

on the employees.  

 Over ambitions goals leave employees more streaked.  

 Inadequate compensation, rigid rules, ambiguous organizational policies. 

  faulty job design cause tremendous amount of stress. 

 

Job related policies must be sound and updated. Task design should include job 

autonomy, task variety so that employee derriere pleasure while at work. Work place, and 

work environment are two very important factors. Poor hygiene in work place, 

inadequate space, and light, lack of physical security at work place are stressors. Stress is 

caused by inadequate support from subordinates, conflicting job requirements, inadequate 

and poor performance measurement, and  lack of empowerment. Managerial style, role of 

superior boss, command and control mechanism leave much to be desired from Indian 

organizations. Policies should be sound and employee participation must be ensured at 

each levels. It must be understood that wisdom and innovativeness is widely spread in the 

workers, it is the ability of mangers to identify and canalize for Organisational 

betterment. 

 

5.4.3 GROUP STRESSORS 

Hawthorne studies have established the impact of group cohesiveness, group norms and 

importance of group objective for attainment of organisational goals.  

 Lack of cohesiveness creates conflict.  

 Employees must be given full opportunities to develop themselves.  

 People join group for social security that should be provided. 

  Managers must ensure that job well done is recognized, omission on this account 

creates stress like situation in the minds of the employees. 

 Group norms, group social events, group activity must be organized on a regular 

bases.  
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 Managers must form the part of group, which should not be rank and position 

based.  

 Employee morale must be kept high to avoid group stress. 

 

5.4.4 INDIVIDUAL STRESSORS  

Personal life and events of official life cannot be separated. Events of marriage, divorce, 

death in the family has a remarkable impact on work situation. Personal life difficulties 

are highly stressful. The individual stressors are given below: 

1. Job Security: Job and career enhancement can become a source of stress. Job 

insecurity increases during times of recession. The prospect of losing job, especially 

when an employee is the sole bread earner for the entire family is very stressful. Another 

reason for job related stress is promotion or enhancement of appointment. A person must 

have a job commensurate with his qualification. Nothing is more stressful that a junior 

employee being appointed as a senior to an equally competent person. 

2. Relocation: Relocation related to transfer of a person to a different location. Transfers 

upset the daily routine of individuals. The fear of is working at new location with 

different people itself is stressful. Unpredictability about new work environment and 

creating new relationship cause anxiety. Transfer also creates problems for family 

members. It may be admission in schools, adjustment to social environment, house and 

may even be language. In case a person has to search a new job at a different location, the 

stress is even granter. 

3. Changes in life structure: Span of life has many facets some of these are socio-

economic environment, culture system religion race, education and person‘s interaction 

with society in different roles. If all these aspects are favorable, them the stress is 

minimal, stress is also determined by ability of a person to cope with it and the faith.. 

Physiological Responses to stress 

When the stress appears, immediate, biochemical changes take place. Heart beat and 

heightening of all the body senses. Serious health problems occur as body faces stress for 
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long period of time. Stress could lead to breakdown of body‘s immune systems and may 

result in serious health problems such as high blood pressure, ulcer and even heart attack.  

Psychological Responses  

People have different levels of handling stress. Those who are highly affected by stress 

tend to be depressed and display lack of self confidence. They believe that they have lost 

the battle in handling a situation and develop a feeling of helplessness and elicit 

sympathy from others. They have a greater fear of unknown, display irritating  behaviour, 

become impatient and tend to blame others  for the inefficiency.  Workers who are 

seriously affected loose confidence in themselves and display a low productivity. To 

overcome this situation, individuals should be kept busy, put through promotional cadres 

and subjected to regular physical exercise. This reduces work stress and help individual 

to develop. 

Behavioral Responses 

High level of stress is usually associated with smoking, increased use of alcohol and 

consumption of drugs. They are either diffusive or offensive in their behaviour. Stress 

induces irrational interpersonal behaviour. They   withdraw from the social environment 

and confine themselves to isolation. 

1. Frustration: Frustration is a form of behaviour which occurs when a person is 

prevented from achieving a goal. It refers to abstraction or impediment to goal oriented 

behaviour. Frustration is caused firstly due to delay in getting advancement or 

recognition though such a promotion is in sight. One even gets frustrated waiting for 

some one to meet at a scheduled time and date. 

Secondly non availability of various resources. A faculty member may not be able to 

carryout research work because he is over burdened with other responsibilities. He may 

get frustrated due to non – availability of time resource. The third cause of frustration is 

non attainment of goal. For example failure in the examination, non attainment of 

production or sales target, failure to get promotion are some of the causes of frustration 

which are manifested in stress. 
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Anxiety: Feeling of inability and helplessness in formulating appropriate responses for 

dealing with the anticipated negative outcome is called ―anxiety‖. It occurs when a 

decision has to be   made but the outcome of the decision could have positive as well as 

negative consequences. Anxiety also occur when there is situation when you do not know 

as to what is right Frequent changes in organizations, which make existing behaviour 

plans obsolete. Some of the common examples in the organisation are as under: 

(a) Competition, which creates the inevitability that some persons lose ―face‖, 

esteem and status. 

(b) Job ambiguity (especially when it is coupled with pressure). 

(c) Lack of job feedback, volatility in the organisations‘ economic environment, 

job insecurity and high visibility of one‘s performance (success as well as 

failures). 

(d) Personal problems such as physical illness, problems at home, unrealistically 

high personal goals and estrangement from one‘s colleagues or one‘s per 

group. 

WORK STRESS 

1. Role Ambiguity: Role of every individual must be clearly defined. Role is a set of 

activities associated with certain position in the organisation or in the society. If these 

work activities are ill defined, then the person will not perform his duties as others expect 

him to do so. When these is ambiguity about role expectation; then people in the 

organisation experience certain amount of stress. Generally, role of a person is associated 

with the appointment he holds and duties of various appointments are well laid down and 

time tested. If a person is holding station masters job, his duties are clear and there is a 

little scope for ambiguity. This is only possible in bureaucratic or traditional 

organizations. Role ambiguity is more pronounced with the organizations which fluid in 

nature and subject to change with environment factors. Role ambiguity is also noticed in 

managerial cadre where job specifications and roles are not clearly defined because of the 

general nature of the job. Principle of unity of command is not followed strictly and 

therefore these are always a conflict about reporting channels.  
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2. Role Conflict: Role conflict occurs when individuals have variety of expectation from 

another individual who is not able to meet their demands placed on him an individual is 

not capable of handling two or more pressures at any one time. Employees may be 

demanding rise in salary which a manger feels as correct but he cannot recommend to the 

management due to latter‘s pressure. Role conflict occurs when contradictory demands 

are simultaneously placed upon an employee. Role conflict also occur when an individual 

has to play more then one role simultaneously Intensified internal  conflicts, increased 

tension associated with various aspect of the job, reduced satisfaction with the job, and 

decreased confidence in superiors and in the organisation. 

5.4.5 MANAGING STRESS  

Individual Level Strategies   

 Every individual is expected to follow the following guidelines to manage stress:- 

1. Define objective for Self:  Setting up of objective for self is a continuous process 

right from the childhood where parents generally decide as to the stream of 

learning, institutes and the like. When you jain an organisation, it is important to 

study organisational structure, job involved and the prospects of growth. Every 

person must set for himself the object. It is generally observed that individual set 

high objective for them to be achieved in short span of time. They inhibit inbuilt 

fear of failing. Setting up of high Standard without analyzing resources available 

leads to stressful situation. People must modify their goals based upon various 

resources available, ‗time‘ being the most important resource. 

2.  Plan your life:  Work stress has an impact on personal life at home and vice – 

versa. It is therefore important to plan various aspects of life. This includes increasing 

professional competence by way  of acquiring additional qualification and skills, 

sound financial planning, home, children education and so on. Contingency plan must 

also be evolved in case of uncertainty.  

3.  Social Support:  A man is becoming isolated like an island in vast ocean due to 

breaking of joint family system, requirement of moving out of home for service 

purposes and thereby losing physical contacts with kith and kin. It is important to 

keep close rapport with relatives. At closer to work place develop friendship with 
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fellow workers who can help in times of crisis, stress and strain. Social support can be 

easily built by adhering to social functions, norms and following religious activities at 

work place.  

4. Physical Fitness: Healthy body and mind are stress resistance. It has been proved 

that individuals, who exercise and so strengthen their endurance and cardiovascular 

system, are much less likely to suffer from certain types of stress related illness. 

Regular physical exercises like walking, jogging, light gym exercises keep person fit 

and develop an ability to sustain greater level of stress.  

5.   Biofeedback: Biofeedback is the human ability to bring some of the bodily 

functions under voluntary control. It is the methodology designed to remove 

undesirable body responses through psychological transformation. With yogic 

exercises the individual is brought back to normal standard situation by removing 

stress. These relaxation exercises are helpful to control heart attacks, acidity, blood 

pressure and muscle tension etc.  

6. Yoga: Yoga is a methodology to integrate body and mind and achieve a required 

level of harmony with the god. This is achieved by physical exercises called Asana, 

which stimulates various systems in the body like reparatory systems, nervous 

system, blood circulation system etc. This brings a remarkable change into 

individual‘s physical capacity and mental ability to sustain through various stress and 

strain situations 

7. Meditation:  Indian history is replete of examples of various saints having 

achieved salvation by meditation. Lord Gautam Budha had achieved ‗nirvana‘ by 

meditation. Meditation involves sitting at quite place, closing eyes and concentrating 

on some symbol with uttering of simple world like ‗OM‘. It is aimed at total 

concentration thus forgetting routine situations. This technique also caters for 

synchronized breathing exercises aim being to block extraneous thoughts from one‘s 

mind. If this is achieved a person can comfortably handle stressful situation with ease.  

8.   Time Management: Time management is one of the methods of reducing stress. 

Life has become very fast. Executives down to a common worker are pressed for 

time. Everybody has to play various roles in life. All the roles have to be performed in 
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a given span of time. It is therefore necessary to plan time adequately.. At a day to 

day level it is related to planning daily routine events. Every individual must maintain 

a diary in which work schedule and progress should be reflected when more than one 

job is required to be done at a particular time; priority should be accorded to 

comparatively important job.  

9.  Live a simple Life: It is advisable that every person should leave a simple life free 

from cumbrances. Too much of issues being handled  at any one time saps individuals 

energy. One  should not complicate issues rather provide simple, straight forward 

solutions. Do not ask your subordinates to wait for any decision or action on your 

part. Cases must be disposed off fast without loss of time. In personal life too 

simplicity of behaviour help individual resolve issues in time.. 

ORGANISATIONAL LEVEL STRATEGIES  

(a) Organisational goals must be in realms of achievement.  

(b) Organisational polices must be clearly defined with particular reference to training & 

development, promotion, leave, wage and salary administration, discipline, 

incentives, etc. 

(c) Authority and responsibility must be clearly defined by setting up reporting channels.  

(d) Organisational structure, redesigning of jobs and improved communication reduces 

stress. 

(e) Corporate policies, physical work environment should  be suitable for higher 

productivity. 

(f) An updated systems and processes increases efficiency. 

(g) Management must create an healthy working environment. 

(h) Career plan for mangers must be developed and implemented in letter and spirit. 

Nothing discourages employees as bad developmental programmes. 

(i) Employees must be empowered. They should be provided with suitable time to time 

counseling by way of advice, reassurance 
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5.4.6 SUMMARY 

 
Employees experience stress due to organisational climate and work environment. 

Excessive stress causes physical and mental disturbance. The external factors responsible 

for individual stress are social setting, work ethics, leadership style, availability of 

resources, workload, technology and work environment The job related stress includes 

role ambiguity, role conflict, burnout, and role over load/under load. It is important to 

reduce stress so that the efficiency of the employees is improved. Stress can be managed 

by achieving physical fitness, biofeedback, yoga, meditation, time management, and by 

living a simple life. Organizations play a vital role in combating stress. The factors 

include among others are setting up of realistic goals, well defined organisational policy, 

restructuring organisational structure when needed, corporate policy update, healthy work 

environment and empowerment. 

 

5.4.6 KEY WORDS 

Biofeedback                                                               Yoga 

Meditation stressors 

Meditation  

Time management  

 

5.4.7 KNOW YOUR PROGRESS 

 

Q 1   Explain stress. How does it create imbalance and disequilibrium? 

 

Q2   Explain work stress, what are various steps that a manager should take to reduce                            

         stress among employees? 

Q3     Explain stress management strategies? 

 

Q4    What are various organisational strategies for management of stress? 
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Q7. Visit an organization in the vicinity of your location and study stress management.  
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