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SYLLABUS

Organisation Behaviour

Objectives: To develop the capabilities of understanding, predicting and evaluating human behaviour in organisations at
individual, group and organisational level; To inculcate people management skills amongst budding professionals.
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1. Foundations of Organisational Behaviour: The nature and determinants of organisational behaviour, Roles & Functions of
Managers & need for knowledge of OB, contributing disciplines to the field, Hawthorne studies

2. Individual Differences: Individual characteristics, differences and significance Learning — Theories & Behaviour Modification,
Values, Attitude, Cognitive Dissonance Theory

3. Personality: Determinants, Trait Theory, MBTI, Big Five model,
Emotions: Affective events theory & Emotional Intelligence;

Perception: Perceptual process, Attribution theory, Frequently used shortcuts in judging others, Individual Decision Making &
Perceptual errors,

4. |Work Motivation: Early Theories (Mc. Gregor’s Theory X & Y, Abraham Maslow’s Need Hierarchy Theory, Herzberg’s Two
Factor Theory), Contemporary Theories (McClellend’s 3 Needs Theory, Goal setting theory, Equity theory, Expectancy theory,
Reinforcement theory), Application of Motivation Theories.

5. Group Behaviour: Types of Groups, Stages of Group Development, Group Decision Making, Group Properties: Roles, Norms,
Status, Size and cohesiveness, Hawthorne Studies

6. |Understanding Teamwork: Types of Teams, Creating Effective teams, Turning individuals into team players, Role of Emotional
Intelligence in team work

Current Issues in Organizational Communication: Gender and Cross cultural issues, Politically Correct Communication

8. Leadership: Basic Approaches — Trait Theories, Behavioural Theories & Contingency Theories, LMX theory, Leadership Styles,
Contemporary issues in leadership, Trust and leadership, Influence of National Culture on Leadership style.

9. Organisational Culture: Types of organisational culture, creating and sustaining culture, Changing Organizational Culture;
Change Management: overcoming resistance to change, Lewin’s three stage model;

Stress Management: Sources and consequences of stress, stress management, role of personality in stress management.
Conflict Management : types of conflict, conflict process, negotiation
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Objectives

After studying this unit, you will be able to:

° Define the term organisational behaviour

° Discuss the nature of organisational behaviour

° Describe the role and functions of managers

° State the relevance of need for the knowledge of organisational behaviour

° Have an overview over contributing disciplines to organisational behaviour
Introduction

Why do people behave the way they do? What causes different people to react differently to the
same situation? Why are some organisations more successful than others, even though they
appear to be managed in the same manner? All of these questions — and more — are the substance
of what organisational behaviour is all about.

Definition of Organisational Behaviour

Organisational Behaviour (OB) is the systematic study of the actions and attitudes that people
exhibit within organisations. It is individual behaviour and group dynamics in organisations.
The study of organisational behaviour is primarily concerned with the psychosocial,
interpersonal and behavioural dynamics in organisations. However, organisational variables
that affect human behaviour at work are also relevant to the study of organisational behaviour.
These organisational variables include job content, job design and organisational structure.
Therefore, although individual behaviour and group dynamics are the primary concerns in the
study of organisational behaviour, organisational variables are important as the context in
which human behaviour occurs.

The term ‘organisational behaviour’ is defined by Stephen P Robbins as “a field of study that
investigates the impact of individuals, groups and structures on behaviour within organisations
for the purpose of applying such knowledge towards improving an organisation’s effectiveness”.
According to this definition, organisational behaviour:

1.  Is a field of study with a common body of knowledge.

2. Studies three determinants of behaviour in Organisations — those of individuals, groups
and structures.

3. Applies the knowledge gained about individuals, groups and the effect of structure on
behaviour in order to make Organisations work more effectively.

(2

Task A student with a poor academic record wants to become a doctor, asserting that
somehow one day. It will all work out. Why so? What would you do to change his
approach?
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Unit 1: Foundations of Organisational Behaviour

1.1 Nature and Determinants of Organisational Behaviour Notes

Nature

Organisational behaviour is not a discipline in the usual sense of the term but rather an eclectic
field of study that integrates the behavioural sciences into the study of human behaviour within
Organisations. Organisational behaviour is a young field of inquiry, in terms of the use of
scientific techniques. To learn that the study of human behaviour in organisations is not an exact
science, is in itself a significant realization. One of the failings of the scientific management
movement was its belief that human behaviour was easily predicted. So, while the field of
Organisational behaviour may be inexact, it is realistic.

Organisational behaviour is neither a purely scientific area of inquiry nor a strictly intellectual
endeavour. It involves the study of abstract ideas, such as valance and expectancy in motivation,
as well as the study of concrete matters, such as observable behaviours and physiological
symptoms of distress at work. Therefore, learning about organisational behaviour is a
multidimensional activity as shown in Figure 1.1 below.

Figure 1.1: Learning about Organisational Behaviour

Mastery of basic Development of special Application of knowledge
objective knowledge skills and abilities and skills

1.  Mastery of Basic Objective Knowledge: Objective knowledge, in any field of study, is
developed through basic and applied research. Acquiring objective knowledge requires
the cognitive mastery of theories, conceptual models, and research findings.

2. Skill Development: The study of organisational behaviour requires skill development
and the mastery of abilities essential to successful functioning in organisations. The essential
skills identified by the US Department of Labour are:

(@) Resource management skills, such as time management.

(b) Information management skills, such as data interpretation.

(c)  Personal interaction skills such as team work.

(d) Systems behaviour and performance skills, such as cause-effect relations.
(e) Technology utilization skills, such as troubleshooting.

Many of these skills, such as decision making and information management, are directly
related to the study of organisation behaviour. Developing skills is different from acquiring
objective knowledge because it requires structured practice and feedback.

3. Application of Knowledge and Skills: It requires the integration of objective knowledge
and skill development in order to apply both appropriately in specific organisational
settings.

1.1.1 Organisations as Systems
Organisations are systems of interacting components which are people, tasks, technology and
structure. These internal components also interact with components in the Organisation’s task

environment. Organisations as open systems have people, technology, structure and purpose,
which interact with elements in the organisation’s environment.
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Organisations may manufacture products such as steel or deliver services, such as managing
money or providing insurance. To understand how organisations do these things require an
understanding of the open system components of the organisation and the components of its
task environment. Levitt sets out a basic framework for understanding organisations, a framework
that emphasizes four major internal components.

They are
1. Task: The task of the organisation is its mission, purpose or goal for existing.
2. People: The people are the human resources of the organisation.

3. Technology: The technology is the wide range of tools, knowledge and/or techniques
used to transform inputs into outputs.

4. Structure: The structure is how work is designed at the micro level as well as how
departments, divisions, and the overall organisation are designed at the macro level.

AAND
o

Did u know? The organisation system works by taking inputs, converting them into finished
products and delivering outputs to its task environment. Inputs consist of human,
informational, material and financial resources used by the organisation. The finished
products are the materials and resources as they are transformed by the organisation’s
technology component. Once the transformation is complete, they become outputs for
customers, consumers and clients. The actions of suppliers, customers, regulators and
other elements of the task environment affect the organisation and the behaviour of
people at work. Transforming inputs into high quality outputs is critical to an organisation’s
success.

Figure 1.2: H J Levitt, "Applied Organisational Change in Industry: Structural,
Technological and Humanistic Approaches"

Task Environment
Competitors
Unions Regulatory agencies Clients

Structure

Inputs:
Material
Capital
Output:
Human —p Technology )/— Products
Services

People (actors)

Organisational Boundary

Source: ] G March, (ed.,) Handbook of Organisations, Rand McNally (1965) Page 1145.

1.1.2 The Formal and Informal Organisation

The formal organisation is that part of the system that has legitimacy and official recognition.
The informal organisation is the unofficial part of the organisation which was first fully

appreciated as a result of the Hawthorne studies conducted during the 1920s and 1930s. It was
during the interview study, the third of the four Hawthorne studies, that the researchers began
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to develop a fuller appreciation for the informal elements of the Hawthorne works as an Notes
organisation. The formal and informal elements of the organisation are depicted in Figure 1.3.

Figure 1.3: Formal and Informal Elements of Organisations

Formal Organisation
e Goals and objectives

e Policies and procedures
® Job descriptions

e Financial resurfaces Social surface

nformal Organisation
Beliefs and assumptions about:
e People

Work

The organisation's perceptions and attitudes, values
Feelings, such as fear, rage, despair, and hope
Group norms

Emerges such as force, rage, despair and hope

Potential conflicts between the formal and informal elements of the organisation make an
understanding of both important. The informal organisation is a frequent point of diagnostic
and intervention activities in organisation development. The informal organisation is important
because people’s feelings, thoughts and attitudes about their work do make a difference in their
behaviour and performance. Individual behaviour plays out in the context of formal and informal
elements of the system, becoming organisational behaviour.

Self Assessment

State whether the following statements are true or false:

1.  Organisational Behavior (OB) is the systematic study of the actions and attitudes that
people exhibit within Organisations.

2. Organisational variables that affect human behaviour at work are also relevant to the
study of Organisational behaviour.

3. Organisational variables include job content, job design and Organisational structure.
4. Organisational behaviour is an old field of inquiry, in terms of the use of scientific techniques
5. Organisations are systems of interacting components which are people, tasks, technology

and structure

1.2 Functions and Roles of Managers

Managers play a very important role in the smooth and efficient working of an organisation.
Manager assigns the task according to the authority and the job description of the position of the
manager. He is expected to do the work according to the capabilities and expectations of the
skills and resources available with the organisation in the form of man and machine.

Managers perform various roles in an organisation namely, interpersonal roles which includes
leading, liasioning, and symbol or figure head, informational roles covers monitoring, sharing
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information and to act as a spokesperson and decisional roles such as taking initiative, handling
disagreement, allocating resources and negotiating. The main functions of managers are:

1.2.1 Management Functions

Henri Fayol proposed that all managers are required to perform five management functions in
order to execute their day-to-day activities. They are: planning, organizing, commanding, Leading
and controlling.

1.  Planning: The planning function involves the process of defining goals, establishing
strategy for achieving those goals, and developing plans to integrate and coordinate
activities.

2. Organizing: It includes the process of determining what tasks are to be done, who is to do
them, how the tasks are to be grouped, who reports to whom at what level decisions are
made.

3. Commanding: It is the influencing of people so that they will contribute to organization
and group goals.

4. Leading involves motivating, communicating employees to accomplish goals and objectives
of an organization

5. Controlling: It is the measuring and correcting of activities of subordinates to ensure that
events conform to plans. It measure performance against goals and plans, shows negative
deviations exit and by putting in motion actions to correct deviation, helps ensure
accomplishment of plans.

Planning

It is a process that involves defining the organization's objectives or goals, establishing an
overall strategy for achieving those goals, and developing a comprehensive hierarchy of plans
to integrate and coordinate activities. It is concerned with both what is to be done (ends) as well
as how it is to be done (means). The purposes of the planning are:

1. It establishes coordinated effort. It gives direction to managers and non- managers alike.

2. It reduces uncertainty by forcing managers to look ahead, anticipate change, consider the
impact of change and develop appropriate response

3. It reduces overlapping and wasteful activities.
4. It establishes objectives or standards that are used in controlling.
Planning Process

The following four steps of planning process can be adapted to all activities at all organizational
levels.

Step 1: Establish a goal or set of goals: Planning begins with decision about what the organization
or department wants to achieve. Identifying priorities and being specific about their aims are
key factors in planning.

Step 2: Define the present situations: The current state of affairs has to be analyzed considering
the availability of resources and the goals to be achieved before drawing up the planning
process.
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Step 3: Identify the aids and barriers to the goals: Anticipating internal and external problems Notes
and opportunities likely to arise in the future is an essential part of planning.

Step 4: Develop a plan or set of actions for reaching the goals: It involves developing various
alternative courses of action for reaching the desired goals, evaluating these alternatives, and
choosing from among them the most suitable alternative for reaching the goal.

Major Components of Planning

1. Goal: A future target or end result that an organization wishes to achieve.
2. Plan: The means devised for attempting to reach a goal.

3. Mission: The organizations purpose or fundamental reason for existence.
Types of Planning

Based on the length of the planning horizon, planning may be classified as Strategic Planning,
Tactical Planning and Operational Planning.

1.  Strategic Planning: These plans are organization-wide, establish overall objectives, and
position an organization in long term of its environment such as (i) Long range issues
with broader technological and competitive aspects of the organization as well as allocations
of resources (ii) long term actions to be taken to achieve the goals between five and fifteen
years. (iii) Developed by top management in consultation with the board of directors and
middle level managers.

2. Tactical Planning: It typically addresses intermediate issues involving periods between
two and five years which are relatively specific, concrete and more detailed such as
(i) outline the steps for particular departments to achieve the goals (ii) generally developed
by middle managers who weigh the pros and cons of several possibilities before settling
on one issue. (iii) Important to strategic plan success.

3. Operational Planning: These plans specify details on how overall objectives are to be
achieved. The key aspects of operational planning are (i) Focuses mainly for short-range
issues usually developed by lower-level managers in conjunction with middle
management. (ii) Identify what must be accomplished over a short period, mostly day-to-
day operational activates such as work methods, inventory planning etc.

Organizing

Organizing refers to the way in which work is arranged and allocated among members of the
organization so that the goals of the organization can be efficiently achieved. Steps involved in
organizing Process:

1.  Assign tasks and responsibilities associated with individual jobs.

2. Dividing the total work load into activities that can logically and comfortably be performed
by one person or group of individuals.

3. Combining the work of employees into units in a logical and efficient manner.

4. Delegating appropriate authority and power to an individual to discharge his duties.

5. Setting up a mechanism to coordinate the work of employees into a unified, harmonious
whole.

TEERTHANKER MAHAVEER UNIVERSITY
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Monitoring the effectiveness of the organization and making adjustments to maintain or
increase effectiveness.

Key Elements of Organization Structure

1.

Work Specialization: It deals with division of labor. The whole job is not done by one
person but instead is broken down into steps and each step is completed by a different
persons. Some Key characteristics are:

(i) It increases employees skill and efficiency at performing a task,
(ii) Generates higher employee productivity

(iii) In some jobs employees are likely to get boredom, fatigue, stress, poor quality
work, increased absenteeism, higher turnover due to repetitive nature of work.

Departmentalization: It refers to the basis on which jobs are grouped in order to accomplish
organizational goals. Some key characteristics are:

(i)  Grouping can be done by the homogeneity of tasks (Functional departmentalization),
(ii)  Grouping jobs by product line (Product departmentalization)

(iii) Grouping jobs on the basis of territory or geography (Geographic departmentalization)
(iv) Grouping jobs on the basis of product or customer flow

(v)  Facilitates utilization of common skills, knowledge and orientation together into
common units.

Chain of Command: This shows the flow of authority directed from the upper levels of the
organization to the lowest levels and delineates who reports to whom. This concept
incorporates three key elements:

(i)  Authority (right to issue order and expecting the orders to be obeyed),
(i)  Responsibility (obligation to perform assigned duties)
(iii) Unity of command (reporting authority to whom they are responsible)

Span of Control: This deals with how many subordinates one can effectively manage
under his/her control. There are two types of span of control.

(i)  Wider span of control which has fewer levels and each level managers are controlling
more people

(ii) Narrow span of control has more levels and in each level managers have limited
number of people to supervise.

(iii) The effectiveness of narrow or wider span of control depends upon task structure,
employee's maturity, environmental uncertainty, technology, work culture, etc.

Centralization and Decentralization: The decision making latitude given at the top or
lower level determines whether the organization is centralized or decentralized.

(i)  If top management makes key decisions with no input from lower level employees,
then the organization is centralized.

(i) If lower level employees are provided more input and given more discretion to
make decision, it is decentralized.

(iii) The effectiveness of centralization or decentralization depends upon so many factors
such as environment, technology, employees, size of the company, strategies, etc.

TEERTHANKER MAHAVEER UNIVERSITY
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6.  Formalization: This refers to the extent to which the employees are governed by rules, Notes
regulations and standardized operating procedures to maintain consistency and uniformity
in maintaining the output.

(i)  In a highly formalized organization, there are explicit job descriptions, lots of rules
and clearly defined procedures covering work process.

(i) This eliminates flexibility, innovativeness and freedom in discharging the duties
and responsibilities.

Commanding

It is the process of influencing a group towards the achievement of goals. There are certain
characteristics that differentiate leaders from non-leaders. There are three categories of leadership
theories which highlight the key determinants of leadership effectiveness. They are Trait Theories,
Behavioral Theories and Situational Theories.

Trait Theories

There are six traits associated with effective leadership include drive, the desire to lead, honesty
and integrity, self-confidence, intelligence and job-relevant knowledge.

1.  Drive: Leaders exhibit a high effort level. They have a relatively high desire for achievement,
they are ambitious, they have a lot of energy, they are tirelessly persistent in their activities
and they show initiative.

2. Desire to lead: Leaders have a strong desire to influence and lead others. They demonstrate
the willingness to take responsibility

3. Honesty and Integrity: Leaders build trusting relationship between themselves and
followers by being truthful and non-deceitful and by showing high consistency between
word and deed.

4. Self-confidence: Followers look to leaders for an absence of self-doubt. Leaders therefore
need to show self-confidence in order to convince followers of the rightness of goals and
decisions.

5. Intelligence: Leaders need to be intelligent enough to gather synthesize and interpret

large amounts of information; and to be able to create vision, solve problems and make
correct decision.

6.  Job-relevant knowledge: Effective leaders have a high degree of knowledge about the
company, the industry and technical matters. In-depth knowledge allows leaders to make
well-informed decision and to understand the implications of those decisions.

Behavioral Theories

They identified behaviors that differentiated effective leaders' from ineffective leaders. Based
on these people could be trained to be leaders. The following are three types of behavioral styles
of leadership

1. Autocratic Style: A leader who tended to centralize authority, dictate work methods,
make unilateral decision and limit employee participation.

2. Democratic Style: A leader who tended to involve employees in decision making to
delegate authority, to encourage participation in deciding work methods and goals, and
to use feedback as an opportunity for coaching employees.

TEERTHANKER MAHAVEER UNIVERSITY



Notes

3. Laissez-faire Style: A leader who generally gave the group complete freedom to make
decision and complete the work in whatever way it saw fit. Research results revealed that
employee-oriented leaders were associated with high group productivity and higher job
satisfaction. Leaders who exhibited high level of consideration and high level of task
orientation achieved high subordinate performance and satisfaction. Some studies reported
that democratic style of leadership was most effective, although later studies showed
mixed results.

Situational Theories

Situational theories of leadership studies revealed that choosing the appropriate style of
leadership depends upon the situation will yield more effective results than following same
type of leadership style across all the time. Among various situational theories of leadership
Fiedler's contingency model and Hersey and Blanchard's Life Cycle Model outlined the
importance of situational factors while choosing the appropriate style of leadership.

Fiedler's model highlighted that task-oriented style of leadership will be more effective in both
the extreme situations such as highly favorable and highly unfavorable situations. If the situations
are moderately favorable, relationship oriented style will be more effective.

Hersey and Blanchard model reported that if the employees are highly matured psychologically
and possess job competency, the enforcing delegating style will be more effective. Similarly if
the employees are not adequately possessing job competency and very low in psychological
maturity, the enforcing directing style will be more effective.

Controlling

The control process is a three-step process that involves measuring actual performance, comparing
actual performance against a standard, and taking managerial action to correct deviations or
inadequate standards. Before considering each step in detail, we should be aware that the control
process assumes that performance standards already exist. These standards are the specific goals
created during the planning against which performance progress can be measured.

Step I - Measuring: This is the first step in the control process. Four common source of information

frequently used by managers to measure actual performances are personal observation, statistical
reports, oral reports and written reports. Each has particular advantage and drawbacks; however,
a combination of information sources increases both the number of input sources and the
probability of getting reliable information. It is desirable to use both quantitative and qualitative
criteria to measure the actual performance. For instance, a production manager use number of
paper cups produced per hour, percentage of rejects retuned by customers, scrap rate etc. Similarly,
marketing managers often use measures such as percentage of market held, average dollar per
sale, number of customer visits per sales person etc.

Step II — Comparing: The comparing step determines the degree of variation between actual
performance and the standard. Some variation in performance can be expected in all activities.
It is critical, therefore, to determine the acceptable range of variation. Deviation that exceeds
this range become significant and need the manager's attention. In the comparison stage, managers
are particularly concerned with the size and direction of the variation.

Step III — Taking Managerial Action: Managers can choose among three possible course of
action: (i) they can do nothing, (ii) they can correct the actual performance (iii) they can revise
the standards. Correct Actual Performance: If the source of performance variation is unsatisfactory
work, the manager will want to take corrective action. Examples of such corrective action might
include changing the strategy, the structure, compensation practices or training programs,
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redesigning jobs or firing employees, etc. A manager who decides actual performance has to
make another decision: Should immediate or basic corrective action be taken? Immediate
corrective action corrects problems at once to get performance back on track. Basic corrective
action looks at how and why performance has deviated and then proceeds to correct the source
of the deviation. It is not unusual for managers to rationalize that they do not have the time to
take basic corrective action and, therefore, musts be content to perpetually 'put out fires' with
immediate corrective action. Effective managers analyze deviations and, when the benefits
justify it, take the time to pinpoint and correct the causes of variance.

1.2.2 Management Roles

Mintzberg proposed ten managerial roles a typical manager has to perform in discharging his
day-to-day activities. Mintzberg's ten managerial roles can be grouped as those concerned with
interpersonal relationships, those concerned with transfer of information, and those concerned
with decision-making.

Interpersonal Roles

This refers to those types' of managerial roles that involve people and other duties that are
ceremonial and symbolic in nature. There are three types of interpersonal roles:

1. Figure head Role: Manager performs a role as symbolic head and accordingly he is obliged
to perform a number of routine duties of a legal or social nature. The typical activities
include greeting visitors, signing legal documents etc.

2. Leader Role: As a leader of the department, manager gives direction to his employees and
other subordinates to fulfill the assigned goals and objectives. He is responsible for the
motivation and activation of subordinates. Also he response for staffing, training and
associated activities. Some of the typical activities include goals setting, providing guidance,
review the progress of work etc.

3. Liaison Role: The manager is required to maintain contact with external sources that
provide valuable information. These sources are individual or groups outside the
managers unit and may be inside or outside the organization. For this he as to maintain
self-developed network of outside contacts and informers who provide favors and
information, for example, acknowledging mail, doing external board work etc.

Informational Roles

This refers to those types of managerial roles that involve receiving, collecting and disseminating
information. There are three types of informational roles:

1. Mounitor: Typically, manager is spanning the boundaries of the organization and trying to
get information from outside though various sources such as reading magazines, taking
with other to learn current developments, movements of competitors planning, program,
etc. Manager seeks and receives variety of special information (much of it current) to
develop thorough understanding of organization and environment. He emerges as nerve
centre of internal and external information about the organization.

2. Disseminator: Manager acts as conduits of information to organizational members. He is
expected to transmit information received from outside or from subordinates to member
of the organization. Some information is factual and some may involve interpretation
and integrating of diverse value positions of organizational influencers. Some of the
typical activities of this role include holding informational meetings, making phone calls
to relay information etc.
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3. Spokesman: Manager represents the organization to outsiders by performing the role as
spokesman. In this context, the manager transmits information to outsiders on
organization's plans, policies, results, achievements, serves as expert on the chosen field
by giving value suggestion to the community etc. As mentioned earlier, he holds board
meeting periodically and gives information to the media.

Decisional Roles

This refers to those types of managerial roles that revolve around making decision. There are
four types of decisional roles.

1. Entrepreneur: As entrepreneur, manager initiates and oversees new projects that will
improve their organization's performance. He thoroughly analyses the strengths of the
organization and the opportunities available in the environment and takes initiative to
implement improvement projects to bring about worthwhile changes with in the
organization and continuously supervise designing new developmental projects. Some of
the typical activities include organizing strategy and review sessions to develop new
programs, instrumental in venturing novel projects etc.

2. Disturbance Handler: As disturbance handler, managers take corrective action in response
to unforeseen problems within as well as outside the organization. Whenever any conflicts
occur among the subordinates regarding the sharing of resources, allocation of funds, etc.,
and the manager intervene appropriately and resolve those issues. He is responsible for
corrective action when organization faces important, unexpected disturbances.

3. Resources Allocator: Manager is responsible for the allocation of organizational
resources — physical, human, monetary resources of all kind and in effect, the making or
approval of all significant organizational decision. In order to perform this activity, he
will be schedule meetings, requesting authorization, and performing any activity that
involves budgeting and the programming of subordinates work.

4. Negotiator: Manager also performs as negotiators when they discuss and bargain with
other groups to gain advantage for their own units. Manager will negotiate with business
partners in case the organization is seeking alliances to venture projects or extend their
operation in new marketing.

1.3 Need for Organisational Behaviour

The need for Organisational behaviour can be discussed as follows:

1. Explain individual and group behaviour: We are pursuing the explanation objective when
we want to know why individuals or groups behave the way they do. For example, if the
turnover rate in an Organisation is very high, we want to know the reason, so that action
can be taken to correct the situation in the future.

2. Predict certain behavioural response to change: Prediction seeks to determine what
outcomes will result from a given action. Having a sound knowledge of OB will help the
manager to predict certain behavioural responses to change. In this way, the manager can
anticipate which approaches will generate the least degree of employee resistance and use
that information in making decisions.

3. Control Behaviour: The knowledge of OB can be used by managers to control behaviour.
Managers frequently see the control objective as the most valuable contribution that OB
makes toward their effectiveness on the job.
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1.4 Contributing Disciplines to the Field Notes

Organisational behaviour is a blended discipline that has grown out of contributions from
numerous earlier fields of study. These interdisciplinary influences are the root for what is
increasingly recognized as the independent discipline of organisational behaviour.
Organisational behaviour is an applied behavioural science that is built on contributions from
a number of behavioural disciplines. The sciences of psychology, sociology, anthropology,
political science, engineering, management and medicine are the primary fields of study out of
which organisational behaviour has grown. Each of these sciences has had its own importance
and unique influence on the discipline of organisational behaviour.

Figure 1.4: Towards an OB Discipline

Behavioural science Contribution Unit of Analysis Output

Learning
Motivation
Personality
Perception

Training

Leadership effectiveness
Job satisfaction
Individual decision making
Performance appraisal
Attitude measurement
Employee selection
Work design
Work stress

Psychology

A4

> Individual

Group dynamics
Work teams
Communication
Power
Conflict
Sociology — Inter-group behavior

A 4

Formal organization theory

Bureaucracy > Group

Organisation technology >
Organisation change
Organisation culture

Study of
Organisational
Behaviour

1

Behavioural change
Attitude change
Communication
Group processes

Group decision making

Social Psychology

v

Comparative values
Comparative attitudes
Cross-cultural analysis

Organization
system

Anthropology

Yy VY

Organisation culture
Organisational environment

Conflict
Political Science »| Intra-organisational politics
Power

Source: Stephen Robbins P “Organisational Behaviour” (7th Edition) Prentice-Hall, Englewood Cliffs NJ (1996) Page 22.

1.  Psychology: Psychology is the science of human behaviour and dates back to the closing
decades of the nineteenth century. Psychology traces its origins to philosophy and the
science of physiology. It is the science that seeks to measure, explain and, sometimes,
change the behaviour of humans. Psychologists concern themselves with studying and
attempting to understand individual behaviour.
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Since its origin, psychology has itself become differentiated into a number of specialized
fields, such as clinical, experimental, military, and organisational psychology. The topics
in organisational psychology, which include work teams, work motivation, training and
development, power and leadership, human resource planning and workplace wellness,
are very similar to the topics covered by organisational behaviour.

Those who have contributed and continue to add to the knowledge of OB are learning
theorists, personality theorists, counselling psychologists and, most important, industrial
and organisational psychologists. Industrial and organisational psychologists concern
themselves with problems of fatigue, boredom, perception, learning motivation, job
satisfaction, personality, performance appraisals, employee selection, job designing, work
stress, etc.

Sociology: Sociology, the science of society, has made important contributions to knowledge
about group and inter group dynamics in the study of organisational behaviour. Because
sociology takes the society rather than the individual as a point of departure, the sociologist
is concerned with the variety of roles within a society or culture, the norms and standards
of behaviour that emerge within societies and groups, and the examination of the
consequences of compliant and deviant behaviour within social groups.

Sociologists have made their greatest contributions to organisational behaviour through
their study of group behaviour in organisations, particularly formal and complex
organisations. Some of the areas within organisational behaviour that have received
inputs from sociologists are group dynamics, design of work teams, organisational culture,
formal organisations, theory and structure, organisational technology, bureaucracy,
communications, power, conflict and inter group behaviour.

Social Psychology: Social psychology is a branch of psychology which borrows concepts
from psychology and sociology and focuses on the influence of people on one another.
Social psychologists have made significant contributions in the area of measuring,
understanding and changing attitudes; communication patterns; the way in which group
activities can satisfy individual needs, and group decision making processes.

Anthropology: 1t is the science of human learned behaviour and is especially important to
understand organisational culture. Anthropologists study societies to learn about human
beings and their activities. Their work on cultures and environments has helped us
understand the differences in fundamental values, attitudes, and behaviour between people
in different countries and within different organisations.

Cultural anthropology focuses on the origins of culture and the patterns of behaviour as
culture is communicated symbolically. Current research in this tradition has examined
the effects of efficient cultures on organisation performance and how pathological
personalities may lead to dysfunctional organisational cultures. Much of our current
understanding of organisational culture, organisational environments, and differences
between national cultures is the result of the efforts of anthropologists.

Political Science: Political scientists study the behaviour of individuals and groups within
a political environment. Political scientists have become increasingly aware that
organisations are political entities and if we are able to accurately explain and predict the
behaviour of people in organisations, we need to bring a political perspective to our
analysis. The contributions of political scientists are significant to the understanding of
behaviour in organisations.
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=
Task A woman who has been angry at her boss at the workplace comes back home and
yells at her baby and husband. What is the reason behind it? Discuss technically.

Self Assessment

State whether the following statements are true or false:

6.  Organisational behaviors is an applied behavioral science that is built on contributions
from a number of behavioral disciplines.

7. Industrial and organisational psychologists concern themselves with problems of fatigue,
boredom, perception, learning motivation, job satisfaction, personality, performance
appraisals, employee selection, job designing, work stress, etc.

8.  Sociology is a branch of psychology which borrows concepts from psychology and social
psychology and focuses on the influence of people on one another.

9.  Anthropologists study societies to learn about human beings and their activities.

1.5 Hawthorne Studies

The Hawthorne studies were carried out by the Western Electric company at their Hawthorne
plant in the 1920's. Initially, the study focused on lighting. Let's first focus on relay room
experiments.

Relay Room Experiments

Intrigued with positive changes in productivity, some of the engineers and company officials
decided to attempt to determine the causes through further studies. Accordingly, a second set of
experiments took place between 1927 and 1933 known as the Relay Room experiments.

The most famous study involved five girls assembling electrical relays in the Relay Assembly
Test Room, a special room away from other workers where the researchers could alter work
conditions and evaluate the results. During the experiment, the girls were often consulted and
sometimes allowed to express themselves about the changes that took place in the experiment.
Apparently, the researchers were concerned about possible negative reactions and resistance
from the workers who would be included in the experiment. To lessen potential resistance, the
researchers changed the usual supervisory arrangement so that there would be no official
supervisor; rather, the workers would operate under the general direction of the experimenter.
The workers were also given special privileges such as being able to leave their workstation
without permission, and they received considerable attention from the experimenters and
company officials. In total, they were treated and recognized as individuals with something to
contribute.

The study was aimed at exploring the best combination of work and rest periods, but a number
of other factors were also varied, such as pay, length of the workday, and provisions for free
lunches. Generally, productivity increased over the period of the study, regardless of how the
factors under consideration were manipulated.

The results in the relay room were practically identical with those in the illumination experiment.
Each test period yielded higher productivity than the previous one. Even when the girls were
subjected to the original conditions of the experiment, productivity increased. The conclusion
was that the independent variables (rest pauses and so forth) were not, by themselves, causing
the change in the dependent variable (output).
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One outcome of the studies was the identification of a famous concept that ultimately came to be
known as the Hawthorne effect.

The Hawthorne effect refers to the possibility that individuals singled out for a study may
improve their performance simply because of the added attention they receive from the
researchers, rather than because of any specific factors being tested in the study. More
contemporary investigations now suggest that the Hawthorne effect concept is too simplistic to
explain what happened during the Hawthorne studies and that the Hawthorne effect concept
itself is defective. In the Hawthorne situation, the workers apparently viewed the altered
supervision as an important positive change in their work environment, even though that was
not what the researchers intended.

Bank Writing Room Study

Two things emerged from the (First phase) initial studies: (1) the experimenter effect, and (2) a
social effect. The experimenter effect was that making changes was interpreted by workers as a
sign that management cared, and more generally, it was just provided some mental stimulation
that was good for morale and productivity. The social effect was that it seemed that by being
separated from the rest and being given special treatment, the experimentees developed a
certain bond and camaraderie that also increased productivity.

The second phase (Final phase) of the study, the Bank Wiring Room, was designed to study the
social effects. It was started in November, 1931, and lasted until May, 1932. Its primary purpose
was to make observational analysis of the informal work group. A group of male workers in the
study provided knowledge about informal social relations within groups and about group
norms that restrict output when such steps seem advantageous to the group. It also included a
massive interviewing programme (1928-1931) that was initially aimed at improving supervision
but evolved into a means of learning what workers had on their minds and allowing them to let
off steam.

The results in the bank wiring room were essentially opposite to those in the relay room. The
output was actually restricted by the wiring technician. By scientific management analysis, a
standard of 7312 terminal connections per day had been arrived at. This represented 2%
equipments. The workers had a different brand of rationality. They decided that 2 equipments
was a "proper” day's work.

The researchers determined that the informal group norm of 2 equipments represented restriction
of output rather than a lack of ability to produce 2%2 equipments. The following evidence supports
this contention

1. The observer noted that all the men stopped before quitting time.
2. Most of the men admitted to the interviewer that they could easily turn out more work.

3. Tests of dexterity and intelligence indicated no relationship between capacity to perform
and actual performance.

1.6 Challenges and Opportunities in OB

There are lot of challenges and opportunities today for managers to OB concepts. Some of which
are stated hereunder:

1.6.1 Globalization to Respond

Today's business is mostly market driven; wherever the demands exist irrespective of distance,
locations, climatic conditions, the business operations are expanded to gain their market share
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and to remain in the top rank etc. Business operations are no longer restricted to a particular
locality or region. Company's products or services are spreading across the nations using mass
communication, internet, faster transportation etc. An Australian wine producer now sells more
wine through the Internet than through outlets across the country. More than 95% of Nokia hand
phones are being sold outside of their home country Finland. Japanese cars are being sold in
different parts of globe. Sri Lankan tea is exported to many cities across the globe. Executives of
Multinational Corporation are very mobile and move from one subsidiary to another more
frequently.

Globalization affects a managerial skills in at least two ways:

1.  An Expatriate manager have to manage a workforce that is likely to have very different
needs, aspirations and attitudes from the ones that they are used to manage in their home
countries.

2. Understanding the culture of local people and how it has shaped them and accordingly
learn to adapt ones management style to these differences is very critical for the success of
business operations. One of the main personality traits required for expatriate managers
is to have sensitivity to understand the individual differences among people and exhibit
tolerance to it.

Organizations are no longer constrained by national borders, world become global village.

° Increased foreign assignment: Transferred to your employer's operating division in another
country. Once there, you'll have to manage workforce, aspiration from employees, and
attitudes from those you are used to back home

° Working with different people: Working with bosses, peers and other employees who
were born and raised in different culture, to work effectively with them you've to
understand how their culture, geographic and religion have shaped them.

. Coping with anti-capitalism backlash: "soak the rich" means fine should be charged with
respect of income you earn. Managers at global companies have come to realize that
economic values are not universally transferable, need to modify by managers to reflect
economic values in those countries they're working.

° Overseeing movement of jobs to countries with low cost labor: In a global economy, jobs
tend to flow to places where lower cost provide business firms with a comparative
advantages

° Managing people during the war on terror: An understanding of OB topics such as emotions,

motivation, communication and leadership can help managers to deal more effectively
with their employees' fear about terrorism.

1.6.2 Managing Workforce Diversity

The people in organization are becoming heterogeneous demographically, Workforce diversity=
whereas globalization focuses on differences between people from different countries, mix of
people in terms of gender, age, race, and sexual orientation. Embracing diversity Changing US
demographics Changing management philosophy Recognizing and responding to difference.

This refers to employing different categories of employees who are heterogeneous in terms of
gender, race, ethnicity, relation, community, physically disadvantaged, homosexuals, elderly
people etc. The primary reason to employ heterogeneous category of employees is to tap the
talents and potentialities, harnessing the innovativeness, obtaining synergetic effect among the
divorce workforce. In general, employees wanted to retain their individual and cultural identity,
values and life styles even though they are working in the same organization with common
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rules and regulations. The major challenge for organizations is to become more accommodating
to diverse groups of people by addressing their different life styles, family needs and work
styles.

Managers have to shift their philosophy from treating everyone alike to recognizing individual
differences and responding to those differences in ways that will ensure employee retention and
greater productivity while, at the same time not discriminating. If work force diversity is
managed more effectively, the management is likely to acquire more benefits such as creativity
and innovation as well as improving decision making skills by providing different perspectives
on problems. If diversity is not managed properly and showed biases to favor only a few
categories of employees, there is potential for higher turnover, more difficulty in communicating
and more interpersonal conflicts.

1.6.3 Improving Quality and Productivity

World added capacity in response to increase demand. Excess capacity translate in increase
competition, is forcing managers to reduce costs and, at the same time; improve the organization
quality and productivity.

Quality is the extent to which the customers or users believe the product or service surpasses
their needs and expectations. For example, a customer who purchases an automobile has certain
expectation, one of which is that the automobile engine will start when it is turned on. If the
engine fails to start, the customer's expectations will not have been met and the customer will
perceive the quality of the car as poor. Deming defined quality as a predictable degree of
uniformity and dependability, at low cost and suited to the market. Juran defined it as fitness for
use. The key dimensions of quality as follows:

1. Performance: Primary operating characteristics of a product such as signal coverage, audio
quality, display quality etc.

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

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

4. Reliability: The probability of a product's failing within a specified period of time.

5. Durability: It is a measure of product's life having both economic and technical dimension.
6. Services: Resolution of problem and complaints, ease of repair.

7. Response: Human to human interface, such as the courtesy of the dealer.

8. Aesthetics: Sensory characteristics such exterior finish.

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

More and more managers are confronting to meet the challenges to fulfill the specific requirements
of customers. In order to improve quality and productivity, they are implementing programs
like total quality management and reengineering programs that require extensive employee
involvement.

Total Quality Management (TQM)

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

(@) intense focus of the customer,

(b) concern for continual improvement

(c) improvement in the quality of everything the organization does
(d) accurate measurement and

(e) empowerment of employees.
Reengineering

This refers to discrete initiatives that are intended to achieve radically redesigned and improved
work process in a bounded time frame. Business Process Reengineering employees a structural
methodology that reduces work process to their essential composite activist and provides cost
performance matrices to facilitate a business case for dramatic improvements. Both functional
and cross-functional processes are evaluated through workflow analysis and activity based
costing. In many cases, the application of new technology and industries best practices will
enable quantum improvement in an organization's cost and performance.

Today's managers understand that any efforts to improve quality and productivity must influence
their employees. These employees will not only be a major force in carrying out changes, but
increasingly will participate actively in planning those changes. Managers will put maximum
effort in meeting the customer's requirements by involving everyone from all the levels and
across all functions. Regular communications (both formally and informally) with all the staff at
all levels is must.

Two way communications at all levels must be promoted. Identifying training needs and relating
them with individual capabilities and requirements is must. Top management's participation
and commitment and a culture of continuous improvement must be established.

1.6.4 Improving Customer Service

OB can contribute to improving an organization' performance by showing that how employees'
attitude and behavior are associated with customer satisfaction.

1.6.5 Improving People Skills

Designing motivating jobs, how creating effective teams, techniques for improving interpersonal
skills. Technological changes, structural changes, environmental changes are accelerated at a
faster rate in business field. Unless employees and executives are equipped to possess the required
skills to adapt those changes, the achievement of the targeted goals cannot be achieved in time.
There two different categories of skills — managerial skills and technical skills. Some of the
managerial skills include listening skills, motivating skills, planning and organizing skills,
leading skills, problem solving skill, decision making skills, etc.

These skills can be enhanced by organizing a series of training and development programmes,
career development programmes, induction and socialization etc. Implications for Managers:
Designing an effective performance appraisal system with built-in training facilities will help
upgrade the skills of the employees to cope up the demands of the external environment. The
lower level cadre in management is required to possess more of technical skills. As they move
towards upward direction, their roles will be remarkably changed and expected to have more of
human relations and conceptual skills.
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1.6.6 Empowering People

The main issue is delegating more power and responsibility to the lower level cadre of employees
and assigning more freedom to make choices about their schedules, operations, procedures and
the method of solving their work-related problems. Encouraging the employees to participate
in work related decision will sizably enhance their commitment at work. Empowerment is
defined as putting employees in charge of what they do by eliciting some sort of ownership in
them. Managers are doing considerably further by allowing employees full control of their
work. An increasing number of organizations are using self-managed teams, where workers
operate largely without boss. Due to the implementation of empowerment concepts across all
the levels, the relationship between managers and the employees is reshaped. Managers will act
as coaches, advisors, sponsors, facilitators and help their subordinates to do their task with
minimal guidance. Implications for Manager: The executive must learn to delegate their tasks to
the subordinates and make them more responsible in their work. And in so doing, managers
have to learn how to give up control and employees have to learn how to take responsibility for
their work and make appropriate decision. If all the employees are empowered, it drastically
changes the type of leadership styles, power relationships, the way work is designed and the
way organizations are structured.

1.6.7 Stimulating Innovation and Change

Today's successful organizations must foster innovation and be proficient in the art of change;
otherwise they will become candidates for extinction in due course of time and vanished from
their field of business. Victory will go to those organizations that maintain flexibility, continually
improve their quality, and beat the competition to the market place with a constant stream of
innovative products and services. For example, Compaq succeeded by creating more powerful
personal computers for the same or less money than IBNM or Apple, and by putting their
products to market quicker than the bigger competitors. Amazon.com is putting a lot of
independent bookstores out of business as it proves you can successfully sell books from an
Internet website.

Some of the basic functions of business are being displaced due to the advent of a new systems
and procedures. For example, books are being sold only through internet. Internet selling an
organization's employees can be the impetus for innovation and change; otherwise they can be
a major hindrance. The challenge for managers is to stimulate employee creativity and tolerance
for change.

Victory will go the organization the maintain their flexibility, continually improve their quality
and beat their competition in market place. An organization's employees can be major block in
change, the challenge to the manager to stimulate their creativity and tolerance for change.

1.6.8 Coping with Temporariness

Survival for the organization, is need to move fast and flexible and innovative in their products,
jobs are redesigned, task are done by flexibility, trained old employees with new technology,
better understanding of change, overcome resistance to change, create organizational culture.

In recent times, the Product life cycles are slimming, the methods of operations are improving,
and fashions are changing very fast. In those days, the managers needed to introduce major
change programs once or twice a decade. Today, change is an ongoing activity for most managers.
The concept of continuous improvement implies constant change. In yesteryears, there used to
be a long period of stability and occasionally interrupted by short period of change, but at
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present the change process is an ongoing activity due to competitiveness in developing new
products and services with better features. Everyone in the organization faces today is one of
permanent temporariness.

The actual jobs that workers perform are in a permanent state of flux. So, workers need to
continually update their knowledge and skills to perform new job requirements. Implications
for Manager: Managers and employees must learn to cope with temporariness. They have to
learn to live with flexibility, spontaneity, and unpredictability. The knowledge of Organizational
Behavior will help understand better the current state of a work world of continual change, the
methods of overcoming resistance to change process, the ways of creating a better organizational
culture that facilitates change process etc.

1.6.9 Emergence of E-Organization

E-commerce

It refers to the business operations involving electronic mode of transactions. It encompasses
presenting products on websites and filling order. The vast majority of articles and media
attention given to using the Internet in business are directed at on-line shopping. In this process,
the marketing and selling of goods and services are being carried out over the Internet. In e-
commerce, the following activities are being taken place quite often — the tremendous numbers
of people who are shopping on the Internet, business houses are setting up websites where they
can sell goods, conducting the following transactions such as getting paid and fulfilling orders.
It is a dramatic change in the way a company relates to its customers. At present e-commerce is
exploding. Globally, e-commerce spending was increasing at a tremendous rate from US$ 111
billion in 1999 to US$ 1.3 trillion by 2003.

E-business

It refers to the full breadth of activities included in a successful Internet based enterprise. As
such, e-commerce is a subset of e-business. E-business includes developing strategies for running
Internet-based companies, creating integrated supply chains, collaborating with partners to
electronically coordinate design and production, identifying a different kind of leader to run a
'virtual' business, finding skilled people to build and operate intranets and websites, and running
the back room or the administrative side . E-business includes the creation of new markets and
customers, but it's also concerned with the optimum ways to combine Computers, the Web and
Application Software. A sizable number of multinational corporations are selling goods and
services via the Internet. Growth rate of e-business: The application of Internet operations are
initially covers a small part of the business. At this point, their e-commerce operations are
secondary to their traditional business. An increasingly popular application of e-business is
merely using the Internet to better manage an ongoing business. Later, there are millions of
firms that are now selling anything over the Internet, but they are using e-business applications
to improve communications with internal and external stakeholders and to better perform
traditional business functions. Some companies are putting maximum effort in improving its
internal efficiency and providing support to its wide-reaching dealer network and to on-line
sellers by crating a shared and integrated network.

E-organizations
This embraces e-commerce and e-business. State and central governments, municipal corporations
are using the Internet for extending all the public utility services more efficiently through

internet. Implications for Managers: The employees must acquire skills, knowledge, attitudes in
learning new technology, overcoming any resistance.
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1.6.10 Working in Network Organization

Global working through one link i.e. INTERNET, technology changes the people to work together
and communicate at thousand miles, people can work from their home and non office locations.

1.6.11 Helping Employees Balance Work-life Conflicts

Flexible Working hours, reporting time, create opportunities for employees, job security, design
workplace and jobs.

1.6.12 Creating Positive Work Environment

Human strength, vitality, right person appointed at right place, effort on what good is for
organization.

1.6.13 Improving Ethical Behavior

Manager shouldn't place an order on which subordinate don't agree Define clearly the right and
wrong conduct Fair policy and appropriate system Increase confidence and trust over
organization Have some logic against order you place to employee.

The complexity in business operations is forcing the workforce to face ethical dilemmas, where
they are required to define right and wrong conduct in order to complete their assigned activities.
For example, Should the employees of chemical company blow the whistle if they uncover the
discharging its untreated effluents into the river are polluting its water resources? Do managers
give an inflated performance evaluation to an employee they like, knowing that such an
evaluation could save that employee's job?

The ground rules governing the constituents of good ethical behavior has not been clearly
defined. Differentiating right things from wrong behavior has become more blurred. Following
unethical practices have become a common practice such as successful executives who use insider
information for personal financial gain, employees in competitor business participating in
massive cover-ups of defective products etc.

Managers must evolve code of ethics to guide employees through ethical dilemmas. Organizing
seminars, workshops, training programs will help improve ethical behavior of employees.
Retaining consultants, lawyers, voluntary service organizations to assist the company in dealing
with ethical issues will ensure positive ethical behavior. Managers need to create an ethically
healthy climate for his employees where they can do their work productively and confront a
minimal degree of ambiguity regarding what constitutes right and wrong behavior.

1.7 Summary

° Organisational Behavior is the study and application of knowledge about how people,
individuals, and groups act in organisations.

° It does this by taking a system approach, i.e., it interprets people-organisation relationships
in terms of the whole person, whole group, whole organisation, and whole social system.

° Its purpose is to build better relationships by achieving human objectives, organisational
objectives, and social objectives.

° Organisational behavior encompasses a wide range of topics, such as human behavior,
change, leadership, teams, etc.
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° The human side of work is an important element in the functioning of an organisation.
° OB is the study of human attitudes, behaviour and performance.
° The essential features of OB include: three levels of analysis, distinct field of study,

interdisciplinary in nature, use of scientific methods, focus on application, contingency
thinking, subset of management, positive and optimistic, integrative in nature.

° OB is important because it uncovers hidden aspects of organisation, explains and predicts
behaviour, helps in acquiring people skills and wins the race, assists in formulating
informed judgements.

° OB is special because it combines the orientations offered by multifarious social sciences
together into a single — very broad and very exciting — field.

1.8 Keywords

Competencies: Through learning and experience, each person has acquired a unique set of skills
for dealing with various situations.

Expectancies: Through learning, each person has acquired different expectations of being
rewarded or punished for various kinds of behaviour.

Encoding: Each person has a unique way of perceiving and categorizing experience. One person
may see a situation as threatening while another sees it as challenging, and the way it is encoded
determines the response

Management: The process of getting things done effectively and efficiently through and with
other people.

Organisational Behavior (OB): The study of human attitudes, behaviour and performance.

Organisations: Collections of people working together to achieve a common purpose.

1.9 Review Questions

1.  How do you analyse the behavioural pattern at the most recent organisation you have
been associated with?

2. What do you want to change in the behavioural pattern at the most recent organisation
you have been associated with?

3. What do you feel is your greatest asset for an organisation?
4. Do you support the defense mechanisms as proposed by Freud? Why/Why not?

5. Which type of behaviour is a person who wants to be in politics and hence avoids any
uncomely behaviour demonstrating and why?

6.  Why would a self actualised person resist any conformity to the culture?

7. Do you agree with the statement that Maslow had an optimistic view towards the people’s
capacities? Discuss your argument with supportive reasons.

8. What might be the reasons behind employee dissatisfaction?

9. A manager needs a conceptual framework and a specific model for attaining the goals of
understanding, predicting and controlling the organisational behaviour. Justify the
statement.

10.  What is the most demanding responsibility of a manager?
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Answers: Self Assessment

1 True
3. True
5. True
7. True
9. True

True
False

True

® & &~ D

False
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° State the relevance of significance learning

° Explain the concept of behaviour modification
° Describe cognitive dissonance theory
Introduction

All of us aim to succeed in our lives in general and careers in specific. All the efforts of a manager
to win and be cost effective for your organisation boil down to one critical truth: Your success
rests on the success of your individual contributors.

AAND
o

Did u know? The researches have proven that individual success is more than just the sum
of technical or professional ability.

Organisations world over, have started focusing on developing individual technical capabilities,
or "work talents," within a workforce. While clearly necessary, this effort alone neglects most of
the capabilities required to be highly effective in a work environment, especially when a global
marketplace is considered. What is required are the skills that allow individuals to be personally
and socially aware in the workplace-the thinking, feeling, and communication skills necessary
to effectively interact with others around the world.

Highly effective individuals understand that in today's scenario, they not only need to be
technically proficient, but also need to demonstrate Purposeful Communication — the ability to
adapt and share ideas without risking their relationships. They need to demonstrate Inspired
Thinking-the ability to see situations from multiple perspectives and cultures. And, they need to
experience fulfilled Self — the ability to maintain personal values and principles and take true
satisfaction from the work.

All these concepts are critical to the development of highly effective individuals. Together, they
grow confidence, courage, tolerance, and versatility in the global work environment and offer
the potential for higher performance and longer retention of skilled contributors.

Meaning of Individual Behaviour

Individual behaviour is the ability of an individual to react and interact with others in general
or while performing a particular task. It is determined by not just a measure of his practical
knowledge or skills in a functional area such as human relations, marketing, or information and
communications technologies; but also a reflection of personal experiences, qualities, aptitudes
and attitudes.

Employees with good behaviour have high personal effectiveness. It is offered by allowing
oneself to make self assessment across a wide range of tasks and activities such as teamwork and
presentation skills, and ability to manage stress, to influence others, to plan, to relate to others
and to priorities objectives.

To convert one's self-knowledge into action and success, one needs to do three things:

1.  Raise the level of awareness
2. Identify one's key development needs
3. Create realistic action plans.
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2.1 Individual Characteristics and Differences

There are many determinants of the individual behaviour. The main factors are as under:

1.

Personality: Personality plays the most important role in determining a person’s behaviour.
There are various personality types and their behaviour differs according to the differences
in the persona. But the personalities can be modified and developed in order to be more
effective.

Perception, attribution and individual decision making: The performance of an individual
also depends to a great extent on what he thinks is right, doable, worth working for, etc.

Hence a very important role is played by an individual’s perception and attribution about
various things. Right kind of perceptions and attributions result in right decision making.

Attitudes, values and ethics: What we are is determined up to a big extent by our values,
ethics and the attitudes that we develop over the period of our lives.

These determinants play a major role in influencing an individual’s behaviour.

Motivation: Without motivation, nobody feels like working. Forget about any kind of
effectiveness in work. If there is a low motivation to work, it shall definitely show in the
quality of the output being produced.

To have a higher effectiveness, a higher motivation is required. Various motivation
techniques help an individual to determine his/her behaviour.

Stress and well being at work: A stressed individual cannot work up to his maximum
potential. Thus it is needed by him as well as those working with him to ensure his well
being at work. This improves the relationship at the workplace and also the individual
behaviour.

Team skills and leadership skills: Since an individual has to work in teams, it is important
for him to be a good team player in order to be productive for the organisation.

Apart from this, an organisation is always looking for personnel who would have
leadership qualities so as to lead themselves as well as the others to deliver good quality
and quantity of the output.

Communication: Without effective communication, every individual is known as person
with weak behaviour. So one should take care of all types of communication and various
methods that one uses for communication among teams and across networks.

Decision making: Decision making ability plays a very significant role in determining
and show casing the individual behaviour. This is because the decisions taken by an
individual determine the course of future actions as well as the consequences of the
actions taken.

Conflict management: Every organisation is group of individuals. Wherever there is a
diverse group, there are conflicts. If an individual has attributes that can manage conflicts
effectively, it will in turn, definitely improve his behaviour as a worker.

2.1.1 Biographical Characteristics

Biographical characteristics for individual behaviour determination include personal
characteristics such as age, gender, marital status, and other such characteristics.

Ladies are known to be more emotional and hence show more sensitive side at work places.
They get hurt very easily as well.
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Professionals with high ages as compared to the average age of the organisation would feel a
little more responsible. In some cases, these people feel a little outcast, in others, such people
often discuss about their ages and productivity.

People who are unmarried/singled are more likely to work late hours as compared to those
who are married since the latter have to rake care of their dependents (especially kids) back
home.

2.1.2 Individual Differences

The people differ from each other is evident. How and why they differ is less clear and is the
subject of the study of Individual Differences (IDs). Questions of whether particular groups (e.g.,
groupings by sex, culture, age, or ethnicity) are more similar within than between groups are
also questions of individual differences.

Personality psychology addresses the questions of shared human nature, dimensions of
individual differences and unique patterns of individuals. Research in Individual Differences
addresses three broad questions:

1.  Developing an adequate descriptive taxonomy of how people differ;
2. Applying differences in one situation to predict differences in other situations; and
3. Testing theoretical explanations of the structure and dynamics of individual differences.

The test theory developed to account for sampling differences within domains can be generalized
to account for differences between domains. Just as different samples of words will yield
somewhat different estimates of vocabulary, different cognitive tasks (e.g., vocabulary and
arithmetic performance) will yield different estimates of performance.

Personality and Ability

Although to some the term personality refers to all aspects of a person’s individuality, typical
usage divides the field into studies of ability and personality. Tests of ability are viewed as
maximal performance measures. Ability is construed as the best one can do on a particular
measure in a limited time (speed test) or with unlimited time. Personality measures are estimates
of average performance and typically include reports of preferences and estimates of what one
normally does and how one perceives oneself and is perceived by others.

Measures of ability and personality reflect observations aggregated across time and occasion
and require inferences about stable latent traits thought to account for the variety of observed
behaviors. However there are other individual differences that are readily apparent to outside
observers and require little or no inference about latent traits. The most obvious of such variables
include sex, age, height, and weight. Differences that require some knowledge and inference are
differences in ethnicity and social economic status. These obvious group differences are sometimes
analyzed in terms of the more subtle measures of personality and ability or of real life outcomes.

Individual differences are important only to the extent that they make a difference. The non-
cognitive measures of individual differences also predict important real life criteria.
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Case Sudy — The Computer Professional in the HR Department

lab for 5 years. He was a very social person and had the knack of getting along

with people in the lab. Arun was very popular in his department and solved
many personnel related problems in the department. Therefore, when a job in the HR
department opened up, his boss suggested that he should try for it. Arun had never
thought of going into HR work but decided it would be a new challenge and he did like
working with people.

ﬁ run was a BE (Computers) degree holder and worked in the company’s computer

When Arun was shifted to the HR department, he was shocked at the way the HR department
tackled their problems. No attempt was made to use accepted scientific methodology in
solving personnel problems. They had no idea whether the results of the performance
evaluation programme should be told to the workers. The HR department did not properly
instruct the supervisors and hence it was left to the discretion of individual supervisors
whether they informed their workers about the performance evaluation or not. Arun
asked his boss the Manager, Human Resource about this situation.

The boss tossed the question back to Arun. “Well Arun, how would you go about solving
the problem”?

Questions:
1.  If you were Arun, how would you answer the manager, human resources?
2. What contribution can knowledge of the behavioral sciences make to solve the

problems in the HR department?

Self Assessment

State whether the following statements are true or false:

1.

The performance of an individual does not depends to a great extent on what he thinks is

right, doable, worth working for, etc.
Personality plays the most important role in determining a person's behaviour.

Employees with poor behaviour have high personal effectiveness.

Biographical characteristics for individual behaviour determination include personal

characteristics such as age, gender, marital status, and other such characteristics.

Personality psychology addresses the questions of shared human nature, dimensions of

individual differences and unique patterns of individuals.

2.2 Significant Learning

Learning is a term frequently used by a great number of people in a wide variety of contexts.
Learning can be defined as a relatively permanent change in behaviour or potential behaviour
as a result of direct or indirect experience. Learning is thus a change in behaviour as a result of
experience. Different psychologists and behavioural scientists have defined learning differently

It must be understood that the learning itself is not observable, but only change in behaviour is
observable which is the result of the process of learning. This change in behaviour must be
differentiated from changes in behaviour from other causes. The causes of such changes including
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aging, such as being stronger or improvement in memory in the early formative years, instinctive
response tendencies such as a timid person being brave at the time of a crisis.

2.2.1 Meaning of Learning

There are two primary elements in this definition:

1.  The change must be relatively permanent. This means that after “learning” our behaviour
must be different, either better or worse as compared to our behaviour prior to this
learning experience. For example you “learn” to drive a car or have learned how to use a
computer.

2. This change must occur due to some kind of experience or practice. This learning is not
caused by biological maturation. For example a child does not learn to walk, it is a natural
biological phenomenon. We do not learn to eat or drink.

Learning is thus a change in behaviour as a result of experience. Different psychologists
and behavioural scientists have defined learning differently. Given below are a few
important definitions of learning:

“Learning is any relatively permanent change in behaviour that occurs as a result of experience”.
Stephen P. Robbins

“Learning is the process of having one’s behaviour modified, more or less permanently, by
what he does and the consequences of his action, or by what he observes”.

Munn N.L.

“Learning can be defined as relatively permanent change in behaviour potentially that results
from reinforced practice or experience”.

Steers and Porter
Accordingly, as a unique determinant of behaviour, learning cannot take place unless the learner
actually experiences what has to be learned.

2.2.2 The Learning Process

Over the years, educational psychologists have identified several principles which seem generally
applicable to the learning process. They provide additional insight into what makes people
learn most effectively. The learning process involves the following:

1. Readiness
Exercise
Effect
Primacy

Intensity

S

Recency
Let us understand each of them one by one.

1.  Readiness: Individuals learn best when they are ready to learn, and they do not learn well
if they see no reason for learning. Getting students ready to learn is usually the instructor’s
responsibility. If students have a strong purpose, a clear objective, and a definite reason
for learning something, they make more progress than if they lack motivation. Readiness
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implies a degree of single-mindedness and eagerness. When students are ready to learn,
they meet the instructor at least halfway, and this simplifies the instructor’s job.

2. Exercise: The principle of exercise states that those things most often repeated are best
remembered. It is the basis of drill and practice. The human memory is fallible. The mind
can rarely retain, evaluate, and apply new concepts or practices after a single exposure.

3. Effect: The principle of effect is based on the emotional reaction of the student. It states that
learning is strengthened when accompanied by a pleasant or satisfying feeling, and that
learning is weakened when associated with an unpleasant feeling.

4, Primacy: Primacy, the state of being first, often creates a strong, almost unshakable,
impression. For the instructor, this means that what is taught must be right the first time.
For the student, it means that learning must be right. Unteaching is more difficult than
teaching.

5. Intensity: The principle of intensity implies that a student will learn more from the real
thing than from a substitute. In contrast to flight instruction and shop instruction, the
classroom imposes limitations on the amount of realism that can be brought into teaching.

6.  Recency: The principle of recency states that things most recently learned are best
remembered.
Self Assessment

Fill in the blanks:

6.  Learning is a change in behaviour as a result of ....................

7. s learners learn better by doing.

8. The learning process involves: Readiness, Exercise, Effect, Primacy, Intensity, and
9. can be defined as a relatively permanent change in behaviour or potential

behaviour as a result of direct or indirect experience

2.3 Theories Involved in Learning

The most basic purpose of learning theory like any other is to better explain how learning
occurs. Attempts have been made by the psychologists and behavioural scientists to develop
theories of learning.

How do we learn? Three theories have been offered to explain the process by which we acquire
patterns of behaviour:

1.  Classical conditioning theory;
2. Operant conditioning theory;

3. Social learning theory.
2.3.1 Classical Conditioning

Classical conditioning is one of the simplest forms of learning yet it has a powerful effect on our
attitudes, likes and dislikes, and emotional responses. We have all learned to respond in specific
ways to a variety of words and symbols. Our lives are profoundly influenced by associations we
learn through classical conditioning. Ivan Pavlov whose research on the conditioned reflex in
dogs revealed much of what we know about the principles of classical conditioning.
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Pavlov’s Experiment

Ivan Pavlov (1849-1936) organised and directed research in physiology at the Institute of
Experimental Medicine in St. Petersburg, Russia from 1891 until his death in 1936. His book
“Conditioned Reflexes” is one of the classic works in psychology.

Figure 2.1: Classical Conditioning Theory

Meat Unconditional Stimulus > Unconditional
Response
Bell Conditional Stimulus \_
Response
Meat Unconditional Stimulus /
Conditional
Bell Conditional Stimulus > Response

Classical conditioning is modifying behaviour so that a conditioned stimulus is paired with an
unconditioned stimulus and elicits an unconditioned behaviour. Ivan Pavlov, a Russian
psychologist developed classical conditioning theory based on his experiments to teach dog to
salivate in response to the ringing of a bell. When Pavlov presented meat (unconditioned
stimulus) to the dog, he noticed a great deal of salivation (conditioned response). But, when
merely bell was rung, no salivation was noticed in the dog. Then, when next Pavlov did was to
link the meat and the ringing of the bell. He did this several times. Afterwards, he merely rang
the bell without presenting the meat. Now, the dog began to salivate as soon as the bell rang.
After a while, the dog would salivate merely at the sound of the bell, even if no meat were
presented. In effect, the dog had learned to respond i.e. to salivate to the bell.

Classical conditioning introduces a simple cause-and-effect relationship between one stimulus
and response. It also makes the response reflective or involuntary after the stimulus-response
relationship has been established. This leaves no ground for making choice, which differences
human beings from dogs. Under certain situations classical conditioning does explain human
behaviour. For example, if a student is always reprimanded by his Principal when he is
summoned to the principal’s office he may become nervous whenever asked to come to the
principal’s office because of this association.

Elements and Processes in Classical Conditioning
Reflex: A reflex is an involuntary response to a particular stimulus. There are two kinds of
reflexes:

1. Conditioned Reflex: This is a “learned” reflex rather than a naturally occurring one.

2. Unconditioned Reflex: This is a “unlearned” reflex. Example, Salivation in response to
food. Unconditioned reflex are built into the nervous system.

Conditioned and Unconditioned Stimulus and Response: Pavlov continued to investigate the
circumstances under which a conditioned reflex is formed. Dogs do not need to be conditioned
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to salivate to food, so salivation of food is an unlearned or unconditioned response (UR). Any
stimulus (such as food) that without learning will automatically elicit (bring forth) an
unconditioned response is called an unconditioned stimulus (US).

A reflex is made up of both a stimulus and response. Following is a list of some common
unconditioned reflexes, showing their two components — the unconditioned stimulus and
unconditioned response.

[ Table 2.1: Unconditioned Reflexes L

| |
Unconditioned Stimulus (US) Unconditioned Response (UR)
Food —> Salivation
Onion Juice |:> Tears
Heat |:> Sweating
Loud Noise —> Startle
Light in Eye — Contraction of Pupil
Puff of air in eye — Blink.
Touching hot stove m— Hand withdrawal

Factors Influencing Classical Conditioning

There are four major factors that affect the strength of a classically conditioned response and the
length of time required for conditioning.

1. The number of pairings of the conditioned stimulus and the unconditional stimulus.
In general, the greater the number of pairings, the stronger the conditioned response.

2. The intensity of the unconditioned stimulus. If a conditioned stimulus is paired with a
very strong unconditioned stimulus, the conditioned response will be stronger and will
be acquired more rapidly than if it is paired with a weaker unconditioned stimulus.

3. The most important factor is how reliably the conditioned stimulus predicts the
unconditioned stimulus. Research has shown that classical conditioning does not occur
automatically just because a neutral stimulus is repeatedly paired with an unconditioned
stimulus. The neutral stimulus must also reliably predict the occurrence of the
unconditioned stimulus. For example, a tone that is always followed by food will elicit
more salivation than one that is followed by food only some of the time.

4. The temporal relationship between the conditioned stimulus and the unconditioned
stimulus. Conditioning takes place faster if the conditioned stimulus occurs shortly before
the unconditioned stimulus. It takes place more slowly or not at all when the two stimuli
occur at the same time. Conditioning rarely takes place when the conditioned stimulus
follows the unconditioned stimulus.

Limitations of Classical Conditioning

Classical conditioning has real limitation in its acceptability to human behaviour in organisations
for at least three reasons:

1. Human beings are more complex than dogs but less amenable to simple cause-and-effect
conditioning.
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2. The behavioural environment in organisations is also complex.

3. The human decision-making process being complex in nature makes it possible to override
simple conditioning.

An alternate approach to classical conditioning was proposed by B.F. Skinner, known as Operant
Conditioning, in order to explain the more complex behaviour of human, especially in
organisational setting.

2.3.2 Operant Conditioning

Operant conditioning argues that behaviour is a function of its consequences. People learn to
behave to get something they want or avoid something they don’t want. Operant behaviour
means voluntary or learned behaviour in contrast to reflexive or unlearned behaviour. The
tendency to repeat such behaviour is influenced by the reinforcement or lack of reinforcement
brought about by the consequences of the behaviour. Reinforcement therefore strengthens
behaviour and increases the likelihood it will be repeated.

What Pavlov did for classical conditioning, the Harvard psychologist B.F. Skinner did for operant
conditioning.

Operant conditioning induces a voluntary change in behaviour and learning occurs as a
“consequence” of such change. It is also known as reinforcement theory and it suggests that
behaviour is a function of its consequences. It is based upon the premise that behaviour or job
performance is not a function of inner thoughts, feelings, emotions or perceptions but is keyed
to the nature of the outcome of such behaviour. The consequences of a given behaviour would
determine whether the same behaviour is likely to occur with future or not. Based upon this
direct relationship between the consequences and behaviour, the management can study and
identify this relationship and try to modify and control behaviour. Thus, the behaviour can be
controlled by manipulating its consequences.

This relationship is built around two principles:

1.  The behaviour that results in positive rewards tend to be repeated and behaviour with
negative consequences tend not to be repeated.

2. Based upon such consequences, the behaviour can be predicted and controlled.

Hence, certain types of consequences can be used to increase the occurrence of a desired behaviour
and other types of consequences can be used to decrease the occurrence of undesired behaviour.
The consequences of behaviour are used to influence, or shape, behaviour through three
strategies: reinforcement, punishment and extinction. Thus, operant conditioning is the process
of modifying behaviour through the use of positive or negative consequences following specific
behaviours.

From an organisational point of view, any stimulus from the work environment will elicit a
response. The consequence of such a response will determine the nature of the future response.
For example working hard and getting the promotion will probably cause the person to keep
working hard in the future.

Factors Influencing Operant Conditioning

Several factors affect response rate, resistance to extinction and how quickly a response is acquired.

1.  The first factor is the magnitude of reinforcement. In general, as magnitude of
reinforcement increases, acquisition of a response is greater. For example, workers would
be motivated to work harder and faster, if they were paid a higher salary.
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—| Table 2.2: Classical and Operant Conditioning Compared I

Research indicates that level of performance is also influenced by the relationship between
the amount of reinforcement expected and what is actually received. For example, your
job performance would undoubtedly be affected if your salary were suddenly cut by half.
Also, it might dramatically improve if your employer doubled your pay.

The second factor affecting operant conditioning is the immediacy of reinforcement.
Responses are conditioned more effectively when reinforcement is immediate. As a rule,
the longer the delay in reinforcement, the more slowly a response is acquired.

The third factor influencing conditioning is the level of motivation of the learner. If you
are highly motivated to learn to play football you will learn faster and practice more than
if you have no interest in the game. Skinner found that when food is the rein forcer, a
hungry animal would learn faster than an animal with a full stomach.

CLASSICAL CONDITIONING OPERANT CONDITIONING
1. A change in stimulus elicits a particular response 1. Stimulus serves as a cue for a person to emit
the response

2. The strength and frequency of classically 2. The strength and frequency of operantly
conditioned behaviours are determined mainly conditioned behaviours are determined
the frequency of eliciting stimulus. mainly by the consequences.

3. The stimulus serving as reward is present every 3. Thereward is presented only if the
time. organism gives the correct response.

4. Responses are fixed to stimulus 4. Responses are variable both in type and

degree.
CLASSICAL CONDITIONING

©) (R)

Stimulus Response

The individual is stuck by a pin Finches

The individual is shocked by an electric current Jumps and Screams

OPERANT CONDITIONING
(R) ©)

Response

Works

The individual enters a library Stimulus

Works hard is paid

Adapted from: Fred Luthans "Organizational Behaviour" McGraw Hill Inc., New Delhi (Seventh Edition) 1995 page 200

receives praise and promotion

Characteristics Classical conditioning Operant conditioning
Type of association Between two stimuli Between a response and its consequence
State of the subject Passive Active
Focus of Attention On what precedes response On what follows response
Type of response typically Involuntary or reflexive Voluntary response
involved response
Bodily response typically Internal Responses: Emotional External Responses: Muscular and
involved and glandular reactions skeletal movement and verbal responses.
Range of Responses Relatively simple Simple to highly complex
Responses learned Emotional Reactions: fear, Goal-oriented responses

likes, dislikes
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2.3.3 Social Learning

Albert Bandura contends that many behaviours or responses are acquired through observational
learning. Observational learning, sometimes called modelling results when we observe the
behaviours of others and note the consequences of that behaviour. The person who demonstrates
behaviour or whose behaviour is imitated is called models. Parents, movie stars and sports
personalities are often powerful models. The effectiveness of a model is related to his or her
status, competence and power. Other important factors are the age, sex, attractiveness, and
ethnicity of the model.

Whether learned behaviours are actually performed depends largely on whether the person
expects to be rewarded for the behaviour.

Social learning integrates the cognitive and operant approaches to learning. It recognises that
learning does not take place only because of environmental stimuli (classical and operant
conditioning) or of individual determinism (cognitive approach) but is a blend of both views. It
also emphasises that people acquire new behaviours by observing or imitating others in a social
setting. In addition, learning can also be gained by discipline and self-control and an inner
desire to acquire knowledge or skills irrespective of the external rewards or consequences. This
process of self-control is also partially a reflection of societal and cultural influences on the
development and growth of human beings.

Usually, the following four processes determine the influence that a model will have on an
individual:

1.  Attention Process: People can learn from their models provided they recognise and pay
attention to the critical features. In practice, the models that are attractive, repeatedly
available or important to us tend to influence us the most.

2. Retention Process: A model’s influence depends on how well the individual can remember
or retain in memory the behaviour/action displayed by him when the model is no longer
readily available.

3. Motor Reproduction Process: Now, the individual needs to convert the model’s action
into his action. This process evinces how well an individual can perform the modelled
action.

4. Reinforcement Process: Individuals become motivated to display the modelled action if

incentive and rewards are provided to them.

In addition to observing others as role models, human beings have the capacity of self-regulation.
By simply thinking about their behaviour, they can change their behaviours towards betterment
and in accordance with the norms of social and organisational living.

Central to Bandura’s social learning theory is the notion of self-efficacy. Self-efficacy is an
individual’s belief and expectancies about his or her ability to accomplish a specific task
effectively. Individuals with high self-efficacy believe that they have the ability to get things
done, that they are capable of putting forth the effort to accomplish the task, and that they can
overcome any obstacles to their success. People with high self-efficacy are more effective at
learning than are those with low levels of self-efficacy.

According to Bandura, self-efficacy expectations may be enhanced through four means as follows:

1.  Performance accomplishments (just do it!)

2. Vicarious experiences (watch someone else do it)

3. Verbal persuasion (be convinced by someone else to do it) or
4. Emotional arousal (get excited about doing it)
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2
Task Explain a recent mistake. What did you learn from it and in what areas can you
utilize that knowledge in the future?

Self Assessment
Multiple Choice Questions:

10.  Classical conditioning introduces a simple .................... relationship between one stimulus
and response.

(@) cause-and-cause (b) effect-and-effect
(¢) cause-and-effect (d) effect-and-cause
110 Reflex is a "learned" reflex rather than a naturally occurring one.
(a) Conditioned (b) Air conditioned
() Constitutional (d) Institutional
120 conditioning argues that behaviour is a function of its consequences. People

learn to behave to get something they want or avoid something they don't want.
(a) Operant (b) Classic
(c) None (d) Social

2.4 Behaviour Modification

Managers can increase the power of wages and benefits by trying them directly to certain types
of performance. The use of behaviour modification, popularly called “OB Mod” represents the
application of reinforcement theory to individuals in the work setting. “OB Mod” is a programme
where managers identify performance-related employee behaviours and then implement an
intervention strategy to strengthen desirable performance behaviours and weaken undesirable
behaviour.

Steps in Designing an OB Mod Programmer

The typical OB Mod programme follows the following steps:

1. Identification of performance-related behaviours: The manager must decide what specific
behaviour is to be eliminated or stimulated. Everything an employee does on his or her
job is not equally important in terms of performance outcomes.

2. Specify the behaviour in observable, measurable terms: The next step in Ob Mod, is to
identify the critical behaviours that make a significant impact on the employee’s job
performance. The manager must define what is to be changed and how it is to be measured.
This is obtained by determining the number of times the identified behaviour is occurring
under present conditions.

3. Identify the reinforces: The manager must examine those reinforces that appear to be
common to most people, as well as individual reinforces.

4. Identification of behavioural contingencies: The next step is to perform a functional analysis
to identify the behavioural contingencies or consequences of performance. The manager
must design the system, which allows the desired reinforcements to be made contingent
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upon the desired behaviour being emitted. This tells the manager the antecedent cues that
emit the behaviour and the consequences currently maintaining it.

Insure that there is a method for applying the contingency relationship: The manager is
ready to develop and implement an intervention strategy to strengthen desirable
performance behaviours and weaken undesirable behaviours. If the manager has specified
a contingency relationship between behaviours and rewards, then there must be some
means of making sure that when the desired behaviour is emitted, the reward will follow.
For example, if a professor wishes to reward students specifically for coming to class, then
there must be a system of marking attendance.

Feedback to the Employee: In this step the manager must outline specifically what the
employee is doing right and wrong, what the rewards are and how they will be applied,
and the nature of the contingency relationship.

Apply the system fairly and consistently: Once the system is established, it should be
maintained in a consistent manner. A good example of this is rate cutting in piecework
systems. It is frustrating to employees to have the rules changed on them midway through
the system. It is for this reason that many piecework incentive systems are ineffective.

Application of OB Mod

Effective application of OB Mod begins with the following fundamental principles:

1.

Every Manager uses OB Mod: Any manager who exerts influence over subordinates is
already using rewards and punishments. It is hoped that by studying the principles of OB
Mod, managers can gain a better understanding of how their behaviour (applying rewards
and punishment) is affecting the behaviour of employees.

Action Speak Louder than Words: People respond to the events that actually affect them,
not to what they are told. A manager who tells employees one thing but whose behaviour
reflects something different will find that employees react to the behaviour and not the
words.

Doing Nothing has Reinforcing Consequences: Employees who are behaving properly
may cease to exhibit desirable behaviours in order to get their manager’s attention.
Managers must constantly keep in mind that desirable behaviour must be positively
reinforced to maximize the chances that it will be continually exhibited.

Reinforces are Individual in Nature: There can be important individual differences in
reinforcements, although some reinforcers such as pay may be common to most people, it
may be a much stronger reinforcer for some people than for others.

Reinforcers must be Oriented toward Specific Behaviours: OB Mod techniques can only be
effective if applied to a specific, observable act of behaviour. To use OB Mod effectively,
the employee must know specifically which behaviour the manager finds desirable and
which are undesirable. Not knowing would only result in a very frustrated employee and
a disappointed manager.

Reinforcements must be “Real”: Application of positive reinforcements cannot be treated
as a gimmick to get employees to do things they would not normally do.

Reinforcements must be Fair: If people do not see the rewards as being commensurate
with the required behaviour, then the reinforcement system will be ineffective.

Reinforcements must be relatively Quick: To be successful, reinforcement plans must
provide relatively quick rewards to the employee that can be specifically identified with
productive behaviour. For example, an incentive system that rewards employees weekly
is superior to one that pays off once every six months.

TEERTHANKER MAHAVEER UNIVERSITY 38



Unit 2: Individual Differences

9.  Employees must be given Feedback on their Performance: It is difficult for employees to Notes
change their behaviour if they do not know what they are doing wrong. Many managers
find the feedback process to be an uncomfortable one and therefore avoid it. Unfortunately,
this can cause additional problems as the managers becomes increasingly frustrated with
the lack of performance and the employees become frustrated trying to figure out what it
is the manager wants.

=74|

Notes Is Behaviour Modification Really Different from other Theories?

In any discussion of the various approaches to understanding motivation theories, the
theories of Maslow, Herzberg, McClelland, and expectancy theory usually are in the
forefront. Most people tend to think of behavior modification as a “different” approach.
Yet, on closer examination, behavior modification is not really inconsistent with any of
the other approaches.

Take Maslow, for example. In his hierarchy of needs it is proposed that people gradually
progress to higher and higher levels of need satisfaction and it is unsatisfied needs that
motivate people. In behavior modification terminology, we need only say that the
satisfactions are reinforcers: thus, if people are “motivated” by ego needs, we can also say
that they will find events, which increase their ego satisfaction to be reinforcing. Or,
alternatively, if one wants to reinforce someone, one need only discover what level of
need satisfaction is salient and apply the proper reinforcement.

Herzberg maintains that there is a difference between hygienes and motivators. Motivators,
in Herzberg’s terms, are really nothing more than specific reinforcers. Hygienes are
reinforcers that have been saturated. The reader should recall that one of the shortcomings
of Herzberg’s theory is that hygienes and motivators have not been found to be consistent
with all people; this can be explained by behavior modification, since we know that
people find different things to be reinforcing. To say that a hygiene factor can also be a
motivator recognizes that some people find hygiene items to be reinforcing. Why? Because
their experiences have conditioned them to respond to hygienes.

A similar analysis can be applied to McClelland. McClelland notes that the needs of
achievement, power, and affiliation determine our behavior. High achievers are people
who have been conditioned to respond to achieving situations; people who have a strong
need for power are those who have been conditioned to respond to influence, and so on.
It is no accident that McClelland’s method of inducing the need to achieve is through
behavior modification techniques. Subjects are shown how high achievers behave and are
then conditioned to imitate that behavior.

Expectancy theory refers to “outcomes,” which is simply another term for reinforcement.
Expectancy theory tells us that in order to motivate an employee, we have to match the
employee’s outcomes (reinforcements) with those of the organisation, so that the parties
are in a mutually reinforcing situation.

In sum, behavior modification can explain why other approaches to motivation work and
also account for why they don’t work.

Source: Jerry L Gray and Frederick A Starke “Organisational Behaviour - Concepts and Application” (3rd
edition), Charles E. Merrill Publishing Company, Columbus (1984), Page 162.
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Self Assessment
State whether the following statements are true or false:

13. OB Mod" is a programme where managers identify performance-related employee
behaviours and then implement an intervention strategy to strengthen desirable
performance behaviours and weaken undesirable behaviour.

14. OB Mod techniques can only be effective if applied to a specific, observable act of behaviour.
2.5 Values

Another source of individual differences is values. Values exist at a deeper level than attitudes
and are more general and basic in nature. We use them to evaluate our own behaviour and that
of others. Value is an enduring belief that a specific mode of conduct or end state of existence is
personally and socially preferable to the alternative modes of conduct or end states of existence.
Once it is internalized, it becomes consciously or unconsciously, a standard or criterion for
guiding action, for developing and maintaining attitudes toward relevant objects and situation,
for justifying one’s own and others’ actions and attitudes for morally judging oneself and others,
and for comparing oneself with others. Value, therefore, is a standard or yardstick to guide
actions, attitudes, evaluations and justifications of the self and others.

Ronald D White and David A Bednar have defined value as a “concept of the desirable, an
internalized criterion or standard of evaluation a person possesses. Such concepts and standards
are relatively few and determine or guide an individual’s evaluations of the many objects
encountered in everyday life”.

Values are tinged with moral flavour, involving an individual’s judgement of what is right,
good or desirable. Thus values:

1.  Provide standards of competence and morality.

2. Are fewer in number than attitudes.

3. Transcend specific objects, situations or persons.

4. Are relatively permanent and resistant to change, and
5. Are more central to the core of a person.

Individuals learn values as they grow and mature. They may change over the life span of an
individual develops a sense of self. Cultures, societies, and organisations shape values.

2.5.1 Importance of Values

Values are important because they lay the foundation for the understanding of attitudes and
motivation and because they influence our perceptions. Individuals enter an organisation with
preconceived notions of what “ought” and what “ought not’ to be. For example, if Jeevan enters
IG Ferns and Curtains with a view that salary on piece-rate system is right and on time-rate basis
is wrong, he is likely to be disappointed if the company allocates salary on time-rate basis. His
disappointment is likely to breed job dissatisfaction. This will, in turn, adversely affect his
performance, his attitude and in turn, his behaviour towards the work environment, which
would have been different had his values turned out to be aligned with the company’s reward/

pay policy.
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2.5.2 Types of Values

Values are learned and acquired primarily through experiences with people and institutions.

Parents, for example, will have substantial influence on their children’s values. A parent’s reaction

to everyday events demonstrates what is good and bad, acceptable and unacceptable and

important and unimportant. Values are also taught and reinforced in schools, religious

organisations, and social groups. As we grow and develop, each source of influence contributes

to our definition of what is important in life. Cultural mores have influence on the formation of

values. Basic convictions of what is good or bad are derived from one’s own culture.

Allport and his associates categorized values into six types:

1.

S

Theoretical: Interested in the discovery of truth through reasoning and systematic thinking.
Economic: Interest in usefulness and practicality, including the accumulation of wealth.
Aesthetic: Interest in beauty, form and artistic harmony.

Social: Interest in people and love as a human relationship.

Political: Interest in graining power and influencing people.

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

2
Tasks Discuss an incident when you had a clash of choice between an action against your

values and gaining, and action in consonance with your values and loosing. What did you
choose and why?

2.5.3 Instrumental and Terminal Values

Rokeach distinguishes between two types of values: Instrumental and Terminal.

1.

Instrumental Value: Instrumental values reflect the means to achieving goals; that is, they
represent the acceptable behaviour to be used in achieving some end state. Instrumental
values identified by Rokeach include ambition, honesty, self-sufficiency and
courageousness.

Instrumental value refers to a single belief that always takes the form: I believe that such
and such a mode of conduct (example honesty, courage, etc.) is personally and socially
preferable in all situations with respect to all objects. An instrumental value is a tool or
means for acquiring a terminal value.

Terminal Value: Terminal values, in contrast, represent the goals to be achieved, or the
end states of existence. Rokeach identified happiness, love, pleasure, self-respect, and
freedom among the terminal values.

Terminal value takes a comparable form: I believe that such and such an end state of
existence (example, salvation, or world at peace, etc.) is personally and socially worth
striving for. A terminal value is an ultimate goal in a desired status or outcome.

A complete list of instrumental and terminal values is presented in the Table 2.3.
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Table 2.3: Classical Conditioning Theory

Instrumental Value

Terminal Value

Ambitious (hardworking, aspiring)
Broad-minded (open-minded)

Capable (competent, effective)

Cheerful (light-hearted, joyful)

Clean (neat, tidy)

Courageous (standing up for your beliefs)
Forgiving (willing to pardon others)
Helpful (working for the welfare of others)
Honest (sincere, truthful)

Imaginative (daring, creative)
Independent (self-reliant, self-sufficient)
Intellectual (intelligent, reflective)

Logical (consistent, rational)

Loving (affectionate, tender)

Obedient (dutiful, respectful)

Polite (courteous, well mannered)
Responsible (dependable, reliable)
Self-controlled (restrained, self-disciplined)

A comfortablelife (a prosperous life)

An exciting life (a stimulating, active life)

A sense of accomplishment (lasting contribution)
Aworld of peace (free of war and conflict)
Aworld of beauty (beauty of nature and the arts)
Equality (brotherhood, equal opportunity for all)
Family security (taking care of loved ones)
Freedom (independence, free choice)

Happiness (contentedness)

Inner harmony (freedom from inner conflict)
Mature love (sexual and spiritual intimacy)
National security (protection from attack)
Pleasure (an enjoyable, leisurely life)

Salvation (saved, eternal life)

Self-respect (self-esteem)

Social recognition (respect,admiration)

True friendship (close companionship)

Wisdom (a mature understanding of life)

Source: M Rokeach “The Nature of Human Values”, New York: Free Press (1973).

Work Values: Work values are important because they affect how individuals behave on their
jobs in terms of what is right and wrong. The work values most relevant to individuals are:

1. Achievement: Achievement is a concern for the advancement of one’s career. This is shown
in such behaviours as working hard and seeking opportunities to develop new skills.

2. Concern for Others: Concern for others reflects caring, compassionate behaviour such as
encouraging other employees or helping others work on difficult tasks. These behaviours
constitute organisational citizenship.

3. Honesty: Honesty is accurately providing information and refusing to mislead others for
personal gain.

4. Fairness: Fairness emphasizes impartiality and recognizes different points of view.

Although individuals vary in their value systems, when they share similar values at work, the
results are positive. This means that organisations recruiting job candidates should pay careful
attention to an individual’s values.

2.6 Attitudes

Attitudes are individuals’ general affective, cognitive and intentional responses toward objects,
other people, themselves, or social issues. Attitudes are evaluative statements — either favourable
or unfavourable — concerning objects, people or events. They reflect how one feels about
something. As individuals, we respond favourably or unfavourably towards many things:
co-workers, bosses, our own appearances, etc. The importance of attitudes lies in their link to
behaviour. When an employee says, “I like my job”, he or she is expressing his or her attitude
about work.

Attitude is defined as a more or less stable set of predisposition of opinion, interest or purpose
involving expectancy of a certain kind of experience and readiness with an appropriate response.
Attitudes are also known as “frames of reference”. They provide the background against which
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facts and events are viewed. It becomes necessary to know the attitudes of members of an
organisation because they have to perceive specific aspects like pay, hours of work, promotion
etc., of their job life in the wider context of their generalized attitudes.

An attitude is also a cognitive element; it always remains inside a person. Everyone’s
psychological world is limited and thus everyone has a limited number of attitudes. In business
organisations, employees have attitudes relating to world environment, job security, etc. The
individual’s attitudes towards these factors are indicative of his apathy or enthusiasm towards
the activities and objectives of the organisation.

2.6.1 Characteristics of Attitudes

Attitudes have following characteristics:

1.  An attitude is the predisposition of the individual to evaluate some objects in a favourable
or an unfavourable manner.

2. The most pervasive phenomenon is “attitude”. People at work place have attitudes about
lots of topics that are related to them. These attitudes are firmly embedded in a complex
psychological structure of beliefs.

3. Attitudes are different from values. Values are the ideals, whereas attitudes are narrow,
they are our feelings, thoughts and behavioural tendencies toward a specific object or
situation.

4. Attitude is a predisposition to respond to a certain set of facts.

5. Attitudes are evaluative statements — either favourable or unfavourable concerning the

objects, people or events.

An attitude is “a mental state of readiness, organised through experience, exerting a specific
influence upon a person’s response to people, objects and situations with which it is related”.
Attitudes thus state one’s predispositions towards given aspects of the world. They also provide
an emotional basis for one’s interpersonal relations and identification with others. Managers in
work organisations need to know and understand employees’ attitudes in order to manage
effectively. Attitudes do influence behaviour of people and their performance in organisations.

2.6.2 Functions of Attitude

Attitudes are known to serve at least four important functions in an organisation setting:

1.  Attitudes determine meaning: Much of what is seen in the environment and in other
people’s behaviour is determined by attitudes. If one has a overall favourable attitude
towards a person, one tends to judge his activities as “good” or “superior”. On the other
hand, negative attitudes or prejudices generally prompt disagreement with the individual
concerned or failure to appreciate the good work done by him.

2. Attitudes reconcile contradictions: It is not uncommon to come across people who hold
contradictory opinions. With the proper attitude as a background, intelligent people can
reconcile or rationalise the same actions, which to others are obvious contradictions. For
example, when a worker takes a little rest, a superior considers it “idling”.

3. Attitudes organise facts: As already seen, objective events can be differently perceived by
different people because of different attitudes. Meanings can be concocted and falsely
communicated to others by changing the attitudes of the recipients towards wider social
issues.
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4. Attitudes select facts: From the plethora of environmental facts and stimuli, one tends to
select those which are in consonance with one’s cherished beliefs and attitudes. Attitudes,
thus, act as a screen or filter.

2.6.3 Sources and Types of Attitudes

A person can have thousands of attitudes, but most of the research in OB has been concerned
with three attitudes: Job satisfaction, Job involvement, and Organisational commitment.

1. Job Satisfaction: Satisfaction results when a job fulfils or facilitates the attainment of
individual values and standards, and dissatisfaction occurs when the job is seen as blocking
such attainment. This attitude has received extensive attention by researchers and
practitioners because it was at one time believed to be the cause of improved job
performance. The term “job satisfaction” refers to an individual’s general attitude toward
his or her job. A person with a high level of job satisfaction holds positive attitudes toward
the job; a person who is dissatisfied with his or her job holds negative attitudes about the
job. Now, because of managers’ concern for creating both a humane and high performance
workplace, researchers continue to search for definite answers about the causes and
consequences of job satisfaction.

2. Job Involvement: Job involvement is the degree to which a person identifies with his or
her job, actively participates in it and considers his or her performance important to self-
worth. Employees with a high level of job involvement strongly identify with and really
care about the kind of work they do. High levels of job involvement have been found to
be related to fewer absences and lower resignation rates.

3. Organisational Commitment: Organisational commitment is the degree to which an
employee identifies with a particular organisation and its goals, and wishes to maintain
membership in the organisation. High organisational commitment means identifying
with one’s employing organisation.

2.6.4 Attitude Formation

Attitudes are learned. Individuals acquire attitudes from several sources but the point to be
stressed is that the attitudes are acquired but not inherited. Our responses to people and issues
evolve over time. Two major influences on attitudes are direct experience and social learning.

1.  Direct Experience: Attitudes can develop from a personally rewarding or punishing
experience with an object. Direct experience with an object or person is a powerful influence
on attitudes. Research has shown that attitudes that are derived from direct experience are
stronger, are held more confidently and are more resistant to change than are attitudes
formed through indirect experience. One reason attitudes derived from direct experience
are so powerful is because of their availability. This means that the attitudes are easily
accessed and are active in our cognitive processes. When attitudes are available, we can
call them quickly into consciousness. Attitudes that are not learned from direct experience
are not as available, and therefore we do not recall them easily.

(a)  Classical Conditioning: One of the basic processes underlying attitude formation can
be explained on the basis of learning principles. People develop associations between
various objects and the emotional reactions that accompany them.

(b)  Operant Conditioning: Attitudes that are reinforced, either verbally or non-verbally,
tend to be maintained. Conversely, a person who states an attitude that elicits ridicule
from others may modify or abandon the attitude.
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©

Vicarious Learning: In which a person learns something through the observance of
others can also account for attitude development, particularly when the individual
has no direct experience with the object about which the attitude is held. It is through
vicarious learning processes that children pick up the prejudices of their parents.

Social Learning: In social learning, the family, peer groups and culture shape an individual’s
attitudes in an indirect manner. Substantial social learning occurs through modelling, in
which individuals acquire attitudes by merely observing others. For an individual to
learn from observing a model, four processes must take place:

(@)
(b)
(©
(d)

The learner must focus attention on the model.
The learner must retain what was observed from the model.
Behavioural reproduction must occur; that is, the learner must practice the behaviour.

The learner must be motivated to learn from the model.

Social learning can take place through the following ways:

(@)

(b)

(©

The Family: A person may learn attitudes through imitation of parents. If parents
have a positive attitude towards an object and the child admires his parents, he is
likely to adopt a similar attitude, even without being told about the object, and even
without having direct experience. Children also learn to adopt certain attitudes by
the reinforcement they are given by their parents when they display behaviours
that reflect an appropriate attitude.

Peer Groups: Peer pressure moulds attitudes through group acceptance of individuals
who express popular attitudes and through sanctions, such as exclusion from the
group, placed on individuals who espouse (promote) unpopular attitudes.

Modelling: Substantial social learning occurs through modelling, in which individuals
acquire attitudes by merely observing others. The observer overhears other
individuals expressing an opinion or watches them engaging in a behaviour that
reflects an attitude, and the observer adopts this attitude.

AAND
o

Did u know? Similarities and dissimilarities between Values and Attitudes?

The similarities between values and attitudes are:

1.

2.
3.
4.

Both are learned or acquired from the same sources — experience with people, objects
and events.

Both affect cognitive process and behaviour of people.
Both are durable, deep rooted and difficult to change.

Both influence each other and more often than not, are used interchangeably.

The dissimilarities in the attitudes and values are:

Attitudes

1.  They exhibit predisposition to respond.

2. They refer to several beliefs relating to a specific object or situation
3. Attitudes are the offshoot of one’s personal experiences.
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Values
1.  They exhibit judgemental ideas in relation to what is right.
2. They refer to single beliefs focussed on objects or situations.

3. They are derived from social and cultural mores.

Case Sudy ~ Corporation Bank

he 1990” were a watershed for the Indian Banking Industry, and particularly for

nationalized banks which hitherto had a monopoly in the industry. Following the

deregulation of the financial sector, the bank has faced increased competition from
other financial institutions like Can Fin. Homes Ltd., LIC Housing Corporation and foreign
private sector banks. These specialized financial institutions were giving a tough
competition for corporation bank resulting in an intense squeeze on profit margins and
the need to make considerable efforts to retain its clientele. Under such pressure, Corp
Bank introduced new technology, new financial products and new reward system for
bank managers and staff. Information and communication technologies (ICTs) enabled
the band to process much larger volumes of business and just as importantly, the new ICTs
themselves facilitated the development of new, technically based products and services
(such as home banking, smart cards and debit cards) which Corp Bank started to market to
its customers.

Running parallel with these technical changes was the dismantling of the paternalistic
Human Resource Management system. In essence, Corp Bank’s bureaucratic, culture and
its associated belief system for managers and staff of appropriate behaviour being rewarded
by steady promotion through the ranks was swept aside.

The new culture in the fast-changing environment, emphasized customer service and the
importance of measuring and rewarding staff according to their performance. The new
performance-related reward system was introduced at the board meeting held in June
2002. Mr. N. K. Singh, Chairman and Managing Director of the bank said that the proposed
reward system would be a key strategy to ‘maintain our reputation and market share’. He
outlined that in future; the salary of bank managers would be tied to their leadership
skills and the quality of customer service. Accordingly, the reward system would link
manager’s pay to behaviour traits that relate to leadership and customer service. The
variable pay for both managers and staff would be based on what is accomplished because
customer service is central to Corp Banks’ strategic plan, a three category rating system
that involves ‘not meeting’ customer expectations, ‘meeting’ them or ‘far exceeding them
is the essence of the new reward system.

Question:

Outline the merits and limitations of Corp Bank’s proposed reward system for the managers
and staff.

2.7 Cognitive Dissonance Theory

TEERTHANKER MAHAVEER UNIVERSITY

Leon Festinger, in 1957, proposed the theory of cognitive dissonance. According to this theory,
people want their beliefs to be consistent with one another and want their behaviours to be
consistent with their beliefs. When people become aware of inconsistency among their beliefs
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or between their attitudes and their behaviour, they experience “cognitive dissonance”, an
unpleasant state of arousal that motivates them to re-establish consistency by changing one of
their attitudes or by changing their behaviours. Thus, if a person behaves in a way that runs
counter to his or her attitude, cognitive dissonance is created in that person. He or she then
attempts to reduce the dissonance by changing either the attitude or the behaviour.

Cognitive dissonance refers to any incompatibility that an individual might perceive between
two or more of his or her attitudes or between his or her behaviour and attitudes. Festinger
argues that any form of inconsistency is uncomfortable and that individuals will attempt to
reduce the dissonance and hence, the discomfort. Therefore, individuals will seek a stable state
where there is a minimum of dissonance.

Coping with Dissonance

No individual can completely avoid dissonance. So how do people cope with dissonance?
According to Festinger, the desire to reduce dissonance would be determined by the importance
of the elements creating the dissonance; the degree of influence the individual believes he or she
has over the elements and the rewards that may be involved in dissonance.

1.  Importance of the Elements: If the elements creating the dissonance are relatively
unimportant, the pressure to correct this imbalance will be low.

2. Degree of Influence: The degree of influence that individuals believe they have over the
elements will have an impact on how they will react to the dissonance. If they perceive the
dissonance to be an uncontrollable, they are less likely to be receptive to attitude change.

3. Rewards: Rewards also influence the degree to which individuals are motivated to reduce
dissonance. High rewards accompanying high dissonance tend to reduce the tension
inherent in the dissonance.

These moderating factors suggest that just because individuals experience dissonance, they will
not necessarily move directly toward consistency, that is, toward reduction of this dissonance. If
the issues underlying the dissonance are of minimal importance, if an individual perceives that
the dissonance is externally imposed and is substantially uncontrollable by him or her, or if
rewards are significant enough to offset the dissonance, the individual will not be under great
tension to reduce the dissonance.

Attitudes and Behaviour: Attitude-behaviour correspondence depends on five things:

1.  Attitude Specificity: Individuals possess both general and specific attitudes. Specific attitude
provides a stronger link to behaviour.

2. Attitude Relevance: Another factor that affects the attitude-behaviour link is relevance.
Attitudes that address an issue in which we have some self-interest are more relevant for
us, and our subsequent behaviour is consistent with our expressed attitude.

3. Timing of Measurement: The timing of the measurement also affects attitude-behaviour
correspondence. The shorter the time between the attitude measurement and the observed
behaviour, the stronger the relationship.

4. Personality Factors: Personality factors also influence the attitude-behaviour link. One
personality disposition that affects the consistency between attitudes and behaviour is
self-monitoring. Low self-monitors display greater correspondence between their attitudes
and behaviours. High self-monitors display little correspondence between their attitudes
and behaviours because they behave according to signals from others and from the
environment.
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5. Social Constraints: Social constraints affect the relationship between attitudes and
behaviour. The social context provides information about acceptable attitudes and
behaviours.

2.8 Summary

. Highly effective individuals understand that in today’s scenario, they not only need to be

technically proficient, but also need to demonstrate

. Individual behaviour is the ability of an individual to react and interact with others in
general or while performing a particular task.

. It is determined by not just a measure of his practical knowledge or skills in a functional
area such as human relations, marketing, or information and communications technologies;
but also a reflection of personal experiences, qualities, aptitudes and attitudes.

° Attitudes and values of an individual determine where he/she wants to go in life in
general and career in particular.

° It is these two things again that determine how much job satisfaction one can derive.

° Learning is a term frequently used by a great number of people in a wide variety of
contexts.

° Learning can be defined as a relatively permanent change in behaviour or potential

behaviour as a result of direct or indirect experience.

° Most learning experts agree that reinforcement is the single most important principle of
learning.
° Learning is considered vital for understanding human behaviour at work in organisations.

2.9 Keywords

Auditory Learners: Auditory learners learn primarily through listening.

Classical Conditioning: Classical conditioning introduces a simple cause-and-effect relationship
between one stimulus and response.

Individual Behaviour: Individual behaviour is the ability of an individual to react and interact
with others in general or while performing a particular task.

Kinesthetic Learners: Kinesthetic learners learn better by doing.

Learning: Learning is any relatively permanent change in behaviour that occurs as a result of
experience.

Operant Conditioning: Operant conditioning argues that behaviour is a function of its
consequences.

Recency: The principle of recency states that things most recently learned are best remembered.
Reflex: A reflex is an involuntary response to a particular stimulus.

Social Learning: Social learning integrates the cognitive and operant approaches to learning. It
recognises that learning does not take place only because of environmental stimuli (classical
and operant conditioning) or of individual determinism (cognitive approach) but is a blend of
both views.

Visual Learners: Visual learners learn primarily through the written word.
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2.10 Review Questions Notes

1.  When was the last time that you volunteered to expand your knowledge at work, as
opposed to being directed to do so?

2. When did you last acquire effective knowledge in your own time and how can you apply
this towards your career?

3. Inwhich specific areas of your work are you really interested in expanding your knowledge
of? How do you intend to achieve this?

4. When was the last occasion you asked for direct feedback from a superior or a customer?
How did you then use this knowledge to improve your personal performance?

5. If time did not permit a training period on a new job, how would you go about learning
the things expected or required of you?

6.  What kind of supervisor do you enjoy working for most and least?

7. Do you think you have learned as much as you are experienced? What are the reasons for
your shortcomings?

8. Itis a well known fact that individuals learn their best when they are ready to learn. You
being the team leader, if are provided with a team in which people are not ready to learn
especially from you, how would you make them unrivaled performers?

9.  What do you think is more important to ensure for a trainer — primacy/intensity/recency,
in the training and why?

10. How much importance would you give to make the trainees exercise the concepts you
made them learn. What would be your thrust on?

11.  What do you think as the main factors behind classical conditioning? Can they be altered?

12. Most of us develop conditioned reflexes to the seniors at our workplaces. Do you think
this attitude should be done away with? Support your answer with well defined reasons.

13. Do you think that employee behaviour is a function of its consequences? Give reasons for
your answer.

14. Recall a time when you had to make an uncertain decision, and there was a possibility of
an adverse public reaction. How did you manage the situation?

15. Have you ever faced a situation when you had to take a longer way of doing something in
order to adhere to proper professional standards? If yes, elucidate.

16.  What would you do if you a saw a valued customer behaving in an unwarranted manner?
17.  What functions do you think the attitudes perform in an organisational setting?

18.  What do you consider to be more important for you — job involvement or organisational
commitment and why?

19.  What do you analyse as the main components of attitudes and why?
20. How do the family and peer group of a person determines his/her social behaviour?
21.  Why does an individual suffer from cognitive dissonance? How can it be coped with?
22.  Examine the role of values as a determinant of individual difference.

23. Is seeking inner harmony a terminal or instrumental value? Substantiate your argument
with reasons.

TEERTHANKER MAHAVEER UNIVERSITY 49



Notes

Answers: Self Assessment

1. False 2. True

3. False 4. True

5. True 6. experience
7. Kinesthetic 8. Recency

9. Learning 10. (o)

11. (a) 12.  (a)

13.  True 14.  True

2.11 Further Readings
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Books

Aquinas PG, Organisational Behavior, Excel Books.
Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007
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Objectives

After studying this unit, you will be able to:

° Define the term Personality

° Discuss determinants of personality

) State the relevance of Trait Theory

) Explain the concept of MBTI, Big Five model and emotions
) Describe emotional intelligence

Introduction

When we talk of personality, we don’t mean a person who has charm, a positive attitude toward
life, a smiling face, or who has won the “miss world” contest. When psychologists talk of
personality, they mean a dynamic concept describing the growth and development of a person’s
whole psychological system. The word ‘personality” has interesting etymological origins. It can
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be traced to the Latin words “per sonare” which translates as “to speak through”. The Latin term
was used to denote the masks worn by actors in ancient Greece and Rome. This Latin meaning
is particularly relevant to the contemporary analysis of personality. Personality traditionally
refers to how people influence others through their external appearances and actions. But for
psychologists, personality includes:

1. Eternal appearances and behaviour
2. The inner awareness of self as a permanent organising force, and
3. The particular organisation of measurable traits, both inner and outer.

AN\ l)
o
Did u know? Personality is an individual difference that lends consistency to a person’s
behaviour.

Personality is defined as a relatively stable set of characteristics that influence an individual’s
behaviour. For our purposes, you should think of personality as the sum total of ways in which
an individual reacts and interacts with others. This is most often described in terms of measurable
personality traits that a person exhibits.

Definition of Personality

Through psychologists and social scientists unanimously agree to the importance of personality,
they are unable to come up with a unanimous definition. Many authorities on the subject have
defined personality in different ways. Some of the definitions are reproduced below:

Probably the most meaningful approach would be to include both the person and the role as
Floyd L Ruch does in his definition. He states that:

“the human personality includes:

1.  External appearance and behaviour or social stimulus value.
2. Inner awareness of self as a permanent organising force.
3. The particular pattern or organisation of measurable traits, both “inner and “outer”.”

Gordon Allport gave the most frequently used definition of personality nearly 70 years ago. He
said personality is “the dynamic organisation within the individual of those psychophysical
systems that determine his unique adjustments to his environment”.

J.B Kolasa defines personality as — “Personality is a broad, amorphous designation relating to
fundamental approaches of persons to others and themselves. To most psychologists and students
of behaviour, this term refers to the study of the characteristic traits of an individual, relationships
between these traits and the way in which a person adjusts to other people and situations”.

According to Gluck — “Personality is a pattern of stable states and characteristics of a person that
influences his or her behaviour toward goal achievement. Each person has unique ways of
protecting these states”.

James D Thompson and Donald Van Houten define personality as — “a very diverse and complex
psychological concept. The word “personality’” may mean something like outgoing, invigorating
interpersonal abilities ... but we must also recognize and explain the fact that development
results in man acquiring a distinctiveness or uniqueness which gives him identity which enables
him and us to recognize him as apart from others. These distinguishing characteristics are

g

summarized by the term “personality’”.
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From the above definitions we can say that personality is a very diverse and complex psychological
concept. It is concerned with external appearance and behaviour, self, measurable traits, and
situational interactions. The words of Clyde Kleeckholn and H.A. Murray can be used to sum up
the meaning of this complex term personality, when they said, “to some extent, a person’s
personality is like all other people’s, like some other people’s, like no other people’s.”

3.1 Major Determinants of Personality

What determines personality? Of all the complexities and unanswered questions in the study of
human behaviour, this question may be the most difficult. People are enormously complex;
their abilities and interests and attitudes are diverse. An early argument in personality research
was whether an individual’s personality was the result of heredity or environment. Was the
personality predetermined at birth, or was it the result of the individual’s interaction with his or
her environment? Personality appears to be a result of both influences. Additionally, today we
recognize another factor — the situation. The problem lies in the fact that cognitive and
psychological processes, plus many other variables, all contribute to personality. The problem
lies in the fact that the cognitive and psychological processes, plus many other variables, all
contribute to personality. The determinants of personality can perhaps best be grouped in five
broad categories: biological, cultural, family, social and situational.

1. Biological Factors: The study of the biological contributions to personality may be studied:

(a)  Heredity: Heredity refers to those factors that were determined at conception. Physical
stature, facial attractiveness, sex, temperament, muscle composition and reflexes,
energy level, and biological rhythms are characteristics that are considered to be
inherent from one’s parents. The heredity approach argues that the ultimate
explanation of an individual’s personality is the molecular structure of the genes,
located in the chromosomes.

Research on animals has showed that both physical and psychological characteristics
can be transmitted through heredity. But research on human beings is inadequate to
support this viewpoint. However, psychologists and geneticists have accepted the
fact that heredity plays an important role in one’s personality.

(b)  Brain: The second biological approach is to concentrate on the role that the brain
plays in personality. Though researchers have made some promising inroads,
psychologists are unable to prove empirically the contribution of the human brain
in influencing personality. The most recent and exciting possibilities come from the
work done with electrical stimulation of the brain (ESB) and split-brain psychology.
Preliminary results from the electrical stimulation of the brain (ESB) research indicate
that a better understanding of human personality and behaviour might come from
a closer study of the brain. Work with ESB on human subjects is just beginning.
There seem to be definite areas in the human brain that are associated with pain and
pleasure. This being true, it may be possible physically to manipulate personality
through ESB.

(¢)  Physical features: A vital ingredient of the personality, an individual’s external
appearance, is biologically determined. The fact that a person is tall or short, fat or
skinny, black or white will influence the person’s effect on others and this in turn,
will affect the self-concept. Practically all would agree that physical characteristics
have at least some influence on the personality. According to Paul H Mussen, “a
child’s physical characteristics may be related to his approach to the social
environment, to the expectancies of others, and to their reactions to him. These, in
turn, may have impacts on personality development.”
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Notes If personality characteristics were completely dictated by heredity, they would be
fixed at birth and no amount of experience could alter them. But personality characteristics
are not completely dictated by heredity. There are other factors also which influence
personality.

Cultural Factors: Among the factors that influence personality formation is the culture in
which we are raised, early conditioning, norms prevailing within the family, friends and
social groups and other miscellaneous experiences that impact us. Traditionally, cultural
factors are usually considered to make a more significant contribution to personality than
biological factors. The culture largely determines attitudes towards independence,
aggression, competition, cooperation and a host of other human responses. According to
Paul H Mussen, “each culture expects, and trains, its members to behave in ways that are
acceptable to the group. To a marked degree, the child’s cultural group defines the range
of experiences and situations he is likely to encounter and the values and personality
characteristics that will be reinforced and hence learned.” Culture requires both conformity
and acceptance from its members. There are several ways of ensuring that members
comply with the dictates of the culture. The personality of an individual to a marked
extent is determined by the culture in which he or she is brought up. It follows that a
person reared in a western culture has a different personality from a person reared in our
Indian culture.

Family Factors: Whereas the culture generally prescribes and limits what a person can be
taught, it is the family, and later the social group, which selects, interprets and dispenses
the culture. Thus, the family probably has the most significant impact on early personality
development. A substantial amount of empirical evidence indicates that the overall home
environment created by the parents, in addition to their direct influence, is critical to
personality development. For example, children reared in a cold, unstimulating home are
much more likely to be socially and emotionally maladjusted than children raised by
parents in a warm, loving and stimulating environment.

The parents play an especially important part in the identification process, which is
important to the person’s early development. According to Mischel, the process can be
examined from three different perspectives.

(a) Identification can be viewed as the similarity of behaviour including feelings and
attitudes between child and model.

(b) Identification can be looked at as the child’s motives or desires to be like the model.

(¢) Itcanbe viewed as the process through which the child actually takes on the attributes
of the model.

From all three perspectives, the identification process is fundamental to the
understanding of personality development. The home environment also influences
the personality of an individual. Siblings (brothers and sisters) also contribute to
personality.

Social Factors: There is increasing recognition given to the role of other relevant persons,
groups and especially organisations, which greatly influence an individual’s personality.
This is commonly called the socialization process. Socialization involves the process by
which a person acquires, from the enormously wide range of behavioural potentialities
that are open to him or her, those that are ultimately synthesized and absorbed.
Socialization starts with the initial contact between a mother and her new infant. After
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infancy, other members of the immediate family — father, brothers, sisters and close
relatives or friends, then the social group: peers, school friends and members of the work
group — play influential roles

]

Notes Socialization process is especially relevant to organisational behaviour because the
process is not confined to early childhood, taking place rather throughout one’s life. In
particular, evidence is accumulating that socialization may be one of the best explanations
for why employees behave the way they do in today’s organisations.

5. Situational Factors: Human personality is also influenced by situational factors. The
effect of environment is quite strong. Knowledge, skill and language are obviously acquired
and represent important modifications of behaviour. An individual’s personality, while
generally stable and consistent, does change in different situations. The varying demands
of different situations call forth different aspects of one’s personality. According to Milgram,
“Situation exerts an important press on the individual. It exercises constraints and may
provide push. In certain circumstances, it is not so much the kind of person a man is, as the
kind of situation in which he is placed that determines his actions”. We should therefore
not look at personality patterns in isolation.

Self Assessment

State whether the following statements are true or false:

1.  When psychologists talk of personality, they mean a dynamic concept describing the
growth and development of a person's whole psychological system.

2. The word 'personality' has interesting etymological origins.

3. Personality is defined as a non-relatively unstable set of characteristics that influence an
individual's behaviour.

4. Research on animals has showed that both physical and psychological characteristics can
be transmitted through heredity

5. Anindividual's personality, while generally stable and consistent, does change in different
situations.

3.2 Theories of Personality

Over time, researchers have developed a number of personality theories and no theory is
complete in itself. The theories can be conveniently grouped under following heads:

3.2.1 Carl Jung’s Extrovert-introvert Theory

The way to type personality is in terms of behaviour or psychological factors. Jung’s introvert
and extrovert types are an example. However, as Jung himself pointed out, the introvert-extrovert
typology turns out to be more in the nature of a continuum than discrete, separate types. Carl
Jung proposed his own two-part theory of personality. These two types are:

(@)  Extrovert: They are optimistic, outgoing, gregarious and sociable. Extroverts are basically
objective, reality-oriented individuals who are more doers than thinkers.

(b)  Introverts: By contrast, introverts are more inward-directed people. They are less sociable,
withdrawn and absorbed in inner life. They tend to be guided by their own ideas and
philosophy.
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Few people are complete introverts or extroverts, but the mixture of these two ingredients
determines the kind of overall personality of an individual.

At the base of Jung’s theory, lies the explanation that the personality has four dimensions:
(a)  Thinking: It includes logical reasoning (rational, analytic)

(b)  Feeling: It refers to the interpretation of a thing or event on a subjective scale (emotional,
effect)

(c)  Sensation: It deals with perception of things in a general sense (factual and concrete)

(d) Intuition: It is based on unconscious inner perception of the potentialities of events or
things (associative or gestalt)

Carl Jung's functions can be thought of as sitting at the ends of orthogonal axes as depicted in the
following Figure 3.1.

Figure 3.1: Carl Jung's Extrovert-introvert Theory

Thinking
I 1I
Sensation Intuition
11 v
Feeling

Source: Carl Jung “Analytical Psychology” in Psychology of Personality: Readings in Theory (ed.), William
S Sahakian, Chicago, Rand McNally 1965.

Type I: Person is a sensation — thinking individual, is basically analytic, oriented toward the
present. He/she is primarily interested in facts, and extremely practical in outlook and approach.

Type II: Persons are intuition — thinking. He/she is rational, analytic, takes a broad view, and is
sociable.

Type III:Person is sensation — feeling. He/she is factual, wishes to grasp tangible things, but is
emotional and

Type IV: Persons are intuition — feeling. He/she is emotional, sociable, takes a broad view, and
is more prone than others to hypothesizing.

3.2.2 Trait Theories

Some early personality researchers believed that to understand individuals, we must break
down behaviour patterns into a series of observable traits. According to trait theory, combining
these traits into a group forms an individual’s personality. A personality trait can be defined as
an “enduring attribute of a person that appears consistently in a variety of situations”. In
combination, such traits distinguish one personality from another.
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A trait is a personal characteristic that is used to describe and explain personality. It is a list of
relatively stable and consistent personal characteristics. Trait theories are attempts to explain
personality and differences between people in terms of their personal characteristics.

1.

Gordon Allport’s Personality Traits: Claims that personality traits are real entities,
physically located somewhere in the brain. We each inherit our own unique set of raw
material for given traits, which are then shaped by our experiences. Traits describe the
particular way we respond to the environment and the consistency of that response. If we
are shy, we respond to strangers differently than if we are friendly; if we are self-confident,
we approach tasks differently than if we feel inferior. Recent research in behavioural
genetics supports the notion that the genes influence certain personality characteristics.

Allport identified two main categories of traits:

(@) Common Traits: Common traits are those we share or hold in common with most
others in our own culture.

(b)  Individual Traits: According to Allport, there are three individual traits: cardinal,
central and secondary traits.

(i) Cardinal Traits: A cardinal trait is “so pervasive and outstanding in a life that
almost every act seems traceable to its influence”. It is so strong a part of a
person’s personality that he may become identified with or known for that
trait.

(i) Central Traits: According to Allport, are those that we would “mention in
writing a careful letter of recommendation”.

(iii) Secondary Traits: The secondary traits are less obvious, less consistent and not
as critical in defining our personality as the cardinal and central traits. We
have many more secondary traits than cardinal or central traits. Examples of
secondary traits are food and music preferences.

Raymond Cattell’s 16 Personality Factors: Raymond Cattell considered personality to be
a pattern of traits providing the key to understanding and predicting a person’s behaviour.
Cattell identified two types:

(a)  Surface Traits: Observable qualities of a person like honest, helpful, kind, generous
etc., Cattell called these “surface traits”.

(b)  Source Traits: Make up the most basic personality structure and, according to Cattell,
actually cause behaviour. Even though we all possess the same source traits, we do
not all possess them in the same degree. Intelligence is a source trait, and every
person has a certain amount of it but, obviously not exactly the same amount or the
same kind.

Cattel found 23 source traits in normal individuals, 16 of which he studied in great detail.
Cattell’s sixteen-personality factors questionnaire, commonly called the “16 P.F. Test”, yields a
personality profile. The Cattell personality profile can be used to provide a better understanding

of a single individual or to compare an individual’s personality profile with that of others.

The trait approach has been the subject of considerable criticism. Some theorists argue that

simply identifying traits is not enough; instead, personality is dynamic and not completely
static. Further, trait theorists tended to ignore the influence of situations.

TEERTHANKER MAHAVEER UNIVERSITY

Notes

57



Notes

3.2.3 Self-Theory

The psychoanalytic, type and trait theories represent the more traditional approach to explaining
the complex human personality. Of the many other theories, the two that have received the most
recent emphasis and that are probably most relevant to the study of organisational behaviour
are the self and social theories of personality.

Self-theory rejects both psychoanalytic and behaviouristic conceptions of human nature as too
mechanistic, portraying people as creatures helplessly buffeted about by internal instincts or
external stimuli.

Carl Rogers is most closely associated with his approach of self-theory. Rogers and his associates
have developed this personality theory that places emphasis on the individual as an initiating,
creating, influential determinant of behaviour within the environmental framework.

Carl Rogers developed his theory of personality through insights gained from his patients in
therapy sessions. Rogers viewed human nature as basically good. If left to develop naturally, he
thought, people would be happy and psychologically healthy.

According to Rogers, we each live in our own subjective reality, which he called the
phenomenological field. It is in this personal, subjective field that we act and think and feel. In
other words, the way we see is the way it is — for us. Gradually, a part of the phenomenological
field becomes differentiated as the self. The self-concept emerges as a result of repeated experiences
involving such terms as me” and “myself”. With the emerging self comes the need for
positive regard. We need such things as warmth, love, acceptance, sympathy and respect from

//Irr “
7

the people who are significant in our lives. But there are usually strings attached to positive
regard from others.

Conditions of Worth: Our parents do not view us positively regardless of our behaviour. They
set up conditions of worth — conditions on which their positive regard hinges. Conditions of
worth force us to live and act according to someone else’s values rather than our own. In our
effort to gain positive regard, we deny our true self by inhibiting some of our behaviour,
denying, distorting some of our perceptions and closing ourselves to parts of our experience. In
doing so, we experience stress and anxiety and our whole self-structure may be threatened.

Unconditional Positive Regard: According to Rogers, a major goal of psychotherapy is to enable
people to open themselves up to experiences and begin to live according to their own values
rather than the values of others in order to gain positive regard. He calls his therapy “person-
centered therapy”. Rogers believes that the therapist must give the client unconditional positive
regard, that is, positive regard no matter what the client says, does, has done, or is thinking of
doing. Unconditional positive regard is designed to reduce threat, eliminate conditions of worth,
and bring the person back in tune with his true self.

3.2.4 Social Learning Theory

The main focus of social learning approach is on the patterns of behaviour the individuals learn
in coping with environment. Some behaviour patterns are learned or acquired through direct
experience. Responses can also be acquired or learned without direct reinforcement. Individuals
can also learn by observing what happens to other people and just by being told about something,
as well as direct experiences. So, for example, much of what we have learned comes from
watching models — parents, teachers, peers, bosses, etc. This view — that we can learn through
both observation and direct experience — has been called social-learning theory.

Social-learning theory acknowledges the existence of observational learning and the importance
of perception in learning. People respond to how they perceive and define consequences, not to
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the objective consequences themselves. The influence of models is central to the social-learning
process. Four processes have been found to determine the influence that a model will have on an
individual. They are:

1.  Attentional Processes: People tend to be most influenced by models that are attractive and
important to us. As the model influences them they learn from the model by paying close
attention to the model.

2. Retention Processes: A model’s influence will depend on how well the individual
remembers the model’s actions and behaviours after the model is no longer available.

3. Motor reproduction processes: After a person has seen a new behaviour by observing the
model, the watching must be converted to doing. This process then demonstrates that the
individual can perform the modelled activities.

4. Reinforcement Processes: Individuals will be motivated to exhibit the modelled behaviour
if positive incentives or rewards are provided. Behaviours that are reinforced will be
given more attention, learned better, and performed more often. Reinforcement that
controls the expression of learned behaviour may be

(a) Direct: It refers to the social approval or disapproval or alleviation of aversive
conditions, and other tangible rewards.

(b)  Vicarious: It refers to observation of someone else receiving reward or punishment
for similar behaviour.

(c)  Self-administered: It refers to evaluation of one’s own performance with self-praise.
Of all these, self-administered reinforcement theory plays a vital role in social learning
theory.

Self Assessment

Fill in the blanks:

6. proposed a new conception of the personality, one that contains
three systems - the id, the ego, and the superego.

7. The .. is the logical, rational, realistic part of the personality.

8. When the child is age 5 or 6 the ..................... -the moral component of the personality — is
formed.

9. allows us to avoid acknowledging our unacceptable traits and thereby to

maintain our self-esteem, but it seriously distorts our perception of the external world.

10 A is a personal characteristic that is used to describe and explain personality.

3.3 Personality Characteristics in Organisations

Managers should learn as much as possible about personality in order to understand their
employees. Hundreds of personality characteristics have been identified. We have selected
eight characteristics because of their particular influences on individual behaviour in
organisations. They are:

1. Locus of Control: Some people believe they are masters of their own fate. Other people
see themselves as pawns of fate, believing that what happens to them in their lives is due
to luck or chance. An individual’s generalized belief about internal (self) versus external
(situation or others) control is called locus of control.
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(a)  Internals: Those who believe they control their destinies have been labelled internals.
Internals (those with an internal locus of control) have been found to have higher
job satisfaction, to be more likely to assume managerial positions, and to prefer
participative management styles. In addition, internals have been shown to display
higher work motivation, hold stronger beliefs that effort leads to performance,
receive higher salaries and display less anxiety than externals (those with an external
locus of control).

(b)  Externals: Externals are those individuals who believe that what happens to them is
controlled by outside forces such as luck or chance. Externals prefer a more structured
work setting and they may be more reluctant to participate in decision-making.
They are more compliant and willing to follow directions.

Research on locus of control has strong implications for organisations. A large amount of
research comparing internals with externals has consistently shown that individuals who
rate high in externality are less satisfied with their jobs, have higher absenteeism rates,
are more alienated from the work setting, and are less involved on their jobs than internals.
Why are externals more dissatisfied? The answer is probably because they perceive
themselves as having little control over those organisational outcomes that are important
to them. Knowing about locus of control can prove valuable insights to managers. Because
internals believe that they control what happens to them, they will want to exercise
control in their work environment. Allowing internals considerable voice in how work is
performed is important. Internals will not react well to being closely supervised. Externals,
in contrast, may prefer a more structured work setting, and they may be more reluctant to
participate in decision-making.

Therefore, internals do well on sophisticated tasks — which includes most managerial and
professional jobs — that require complex information processing and learning. Additionally,
internals are more suited to jobs that require initiative and independence of action. In
contrast, externals should do well on jobs that are well structured and routine and where
success depends heavily on complying with the directions of others.

Machiavellianism: Machiavellianism then is a personality characteristic indicating one’s
willingness to do whatever it takes to get one’s way. An individual high in
Machiavellianism is pragmatic, maintains emotional distance and believes that ends can
justify means. “If it works, use it”, is consistent with a high-Mach perspective.

High-Machs believe that any means justify the desired ends. They believe that manipulations
of others are fine if it helps achieve a goal. Thus, high-Machs are likely to justify their
manipulative behaviour as ethical. They are emotionally detached from other people and
are oriented towards objective aspects of situations.

R. Christie and F.L. Geis, have found that high-Machs flourish
(@)  When they interact fact-to-face with others rather than indirectly.

(b) When the situation has a minimum number of rules and regulations, thus allowing
latitude for improvisation, and

(0 When emotional involvement with details irrelevant to winning distracts low-
Machs.

A high-Mach individual behaves in accordance with Machiavelli’s ideas, which include
the notion that it is better to be feared than loved. High-Machs tend to use deceit in
relationships, have a cynical view of human nature and have little concern for conventional
notions of right and wrong. They are skilled manipulators of other people, relying on
their persuasive abilities. High-Machs are suitable in jobs that require bargaining skills or
where there are substantial rewards for winning (example: commissioned sales).
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Self-esteem: Self-esteem is an individual’s general feeling of self-worth. Individuals with
high self-esteem have positive feelings about themselves, perceive themselves to have
strength as well as weaknesses, and believe their strengths are more important than their
weaknesses. Individuals with low self-esteem view themselves negatively. They are more
strongly affected by what other people think of them, and they compliment individuals
who give them positive feedback while cutting down people who give them negative
feedback.

Research on self-esteem (SE) offers some interesting insights into organisational behaviour.
(a) High-SEs: People with High SEs
(i)  Believe they possess more of the ability they need in order to succeed at work.

(i) Individuals with high SE will take more risks in job selection and are more
likely to choose unconventional jobs.

(iii) They are more satisfied with their jobs.
(b) Low-SEs: People with low SEs
(i)  Are more susceptible to external influence.
(ii) They depend on the receipt of positive evaluations from others.

(iii) They tend to be concerned with pleasing others and therefore, are less likely
to take unpopular stands.

(iv) They are less satisfied with their jobs.

Self-esteem may be strongly affected by situations. Success tends to raise self-esteem,
whereas failure tends to lower it. Given that high self-esteem is generally a positive
characteristic, managers should encourage employees to raise their self-esteem by giving
them appropriate challenges and opportunities for success.

Self-Efficacy: Self-efficacy refers to an individual’s belief that he or she is capable of
performing a task. The higher your self-efficacy, the more confidence you have in your
ability to succeed in a task. So, in difficult situations, we find that people with low self-
efficacy are more likely to slacken their effort or give up altogether, whereas those with
high self-efficacy will try harder to master the challenge. In addition, individuals high in
self-efficacy seem to respond to negative feedback with increased effort and motivation;
those low in self-efficacy are likely to reduce their effort when given negative feedback.

Individuals with high self-efficacy believe that they have the ability to get things done,
that they are capable of putting forth the effort to accomplish the task, and that they can
overcome any obstacles to their success. There are four sources of self-efficacy:

(a) Prior experiences

(b) Behaviour models — witnessing the success of others

(¢)  Persuasion from other people and

(d) Assessment of current physical and emotional capabilities.

Believing in one’s own capability to get something done is an important facilitator of
success. There is strong evidence that self-efficacy leads to high performance on a wide
variety of physical and mental tasks. Managers can help employees develop their self-
efficacy. This can be done by providing avenues for showing performance, and rewarding
an employee’s achievements.
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Self-monitoring: A characteristic with great potential for affecting behaviour in
organisations is self-monitoring. Self-monitoring refers to an individual’s ability to adjust
his or her behaviour to external situational factors.

High self-monitors pay attention to what is appropriate in particular situations and to the
behaviour of other people, and they behave accordingly. Low self-monitors, in contrast,
are not as vigilant to situational cues, and act from internal states rather than paying
attention to the situation. As a result, the behaviour of low self-monitors is consistent
across situations. High self-monitors, because their behaviour varies with the situation,
appears to be more unpredictable and less consistent. High self-monitors are capable of
presenting striking contradictions between their public persona and their private self.
Low self-monitors can’t disguise themselves this way.

Positive/Negative Affect: Individuals who focus on the positive aspects of themselves,
other people, and the world in general are said to have positive affect. In contrast, those
who accentuate the negative in themselves, others, and the world are said to possess
negative affect. Employees with positive affect are absent from work less often. Individuals
with negative affect report more work stress. Negative individual affect produces negative
group affect and this leads to less cooperative behaviour in the work group. Managers can
do several things to promote positive affect, including allowing participative decision
making and providing pleasant working conditions.

Risk-taking: People differ in their willingness to take chances. This propensity to assume
or avoid risk has been shown to have an impact on how long it takes managers to make a
decision and how much information they require before making their choice. High-risk-
taking managers make more rapid decisions and use less information in making their
choices than low-risk-taking managers.

While, it is generally correct to conclude that managers in organisations are risk aversive,
there are still individual differences on this dimension. As a result, it makes sense to
recognize these differences and even to consider aligning risk-taking propensity with
specific job demands. For example, a high-risk-taking propensity may lead to more effective
performance for a stockbroker but these personality characteristics might prove a major
obstacle for an auditor.

Type A Personality: Type A behaviour pattern is a complex of personality and behavioural
characteristics, including competitiveness, time urgency, social status, insecurity,
aggression, hostility and a quest for achievements. Type A personality individual is
“aggressively involved in a chronic, incessant struggle to achieve more and more in less
and less time, and if required to do so, against the opposing efforts of other things or other
persons”.

Type B Personality: The alternative to the Type A behaviour pattern is the Type B behaviour
pattern. People with Type B personalities are relatively free of the Type A behaviours and
characteristics. Type B personalties are “rarely harried by the desire to obtain a wildly
increasing number of things or participate in an endless growing series of events in an
ever decreasing amount of time”.

Table 3.1 : Type A vs Type B forms of Personality

Type A Personality Type B Personality
Type A individuals are described as Type B individuals are described as perfect
ambitious, aggressive, business-like, contrast to those with Type A personalities.

controlling, highly competitive, impatient,
preoccupied with his or her status, time-
conscious, and tightly-wound

Contd...
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People with Type A personalities are often
high-achieving "workaholics" who multi-
task, push themselves with deadlines, and
hate both delays and ambivalence.

People with Type B personalities are
generally patient, relaxed, easy-going, and at
times lacking an overriding sense of
urgency. These individuals tend to be
sensitive of other people's feelings.

Type A behavior is expressed in three major
symptoms: free-floating hostility, which can
be triggered by even minor incidents; time

Type B individuals are often described as
apathetic and disengaged by individuals
with Type A or other personality types

urgency and impatience, which causes
irritation and exasperation usually described
as being "short-fused"; and a competitive
drive, which causes stress and an
achievement-driven mentality. The first of
these symptoms is believed to be covert and
therefore less observable, while the other
two are more overt.

Self Assessment
Multiple Choice Questions:

11.  Anindividual's generalized belief about internal (self) versus external (situation or others)
control is called .....ccococeveuerennnee
(a) Locus (b) Trait
(¢)  Focus (d) locus of control.

120 are those individuals who believe that what happens to them is controlled
by outside forces such as luck or chance.

(a) Internals (b) Externals
(¢) Central (d) None
130 refers to an individual's belief that he or she is capable of performing a
task.
(a) Self-efficacy (b) Self respect

(c)  Self ego (d) Superego

3.4 Myers-Briggs Type Indicator (MBTI)

The purpose of the Myers-Briggs Type Indicator® (MBTI) personality inventory is to make the
theory of psychological types described by C. G. Jung understandable and useful in people’s
lives. The essence of the theory is that much seemingly random variation in the behavior is
actually quite orderly and consistent, being due to basic differences in the ways individuals
prefer to use their perception and judgment.

“Perception involves all the ways of becoming aware of things, people, happenings, or ideas.
Judgment involves all the ways of coming to conclusions about what has been perceived. If
people differ systematically in what they perceive and in how they reach conclusions, then it is
only reasonable for them to differ correspondingly in their interests, reactions, values,
motivations, and skills.”

In developing the Myers-Briggs Type Indicator [instrument], the aim of Isabel Briggs Myers,
and her mother, Katharine Briggs, was to make the insights of type theory accessible to individuals
and groups.
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They addressed the two related goals in the developments and application of the MBTT instrument:

1.  The identification of basic preferences of each of the four dichotomies (Extraversion or
Introversion, Sensing or Intuition, Thinking or Feeling, Judging or Perceiving) specified
or implicit in Jung’s theory.

2. The identification and description of the 16 distinctive personality types (which can be
expressed as a code with four letters) that result from the interactions among the preferences.

The 16 personality types of the Myers-Briggs Type Indicator® instrument are listed here as they
are often shown in what is called a “type table.” A type table is shown in Table 3.2.

Table 3.2: Type Table

IST] ISF] INFJ INTJ

ISTP ISFP INFP INTP
ESTP ESFP ENFP ENTP
EST] ESFJ ENFJ ENTJ

Applications of MBTI to Organizations

The Myers Briggs Type Indicator instrument and knowledge of personality type are used by
many organizations, large and small. "Since type provides a framework for understanding
individual differences, and provides a dynamic model of individual development, it has found
wide application in the many functions that compose an organization. "They can be introduced
into an organization to support many different functions and situations including:

° managing others
° development of leadership skills
° organizing tasks
° creation and management of teams
° training for management and staff
° conflict resolution
° motivation
° executive coaching
° diversity
° recognition and rewards, and
. change management.
PY]

Task Choose any five people of your choice and classify their personalities according to
MBTL
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Self Assessment

Fill in the blanks:

14. The purpose of the MBTI personality inventory is to make the theory of ............... types
described by C. G. Jung understandable and useful in people's lives.

15, e signifies Quiet, friendly, sensitive, and kind.

3.5 Big Five Model

The five factor model of personality focuses upon those behaviors that you express while dealing
with people, changing circumstances and your environment. The two remaining behavioral
dimensions relate to work and depression situations. The five big personality tests measure
intensity of your behaviors in these five areas.

Descriptions of these factors shall help you to understand why different careers are related with
different degrees of your behaviors. Why selection of certain options in paper pencil test can
qualify you for certain jobs and disqualify for the others. This page shall also help you to
understand nexus between big five factors.

Factor 1: Agreeableness (A)

How do you react to others” opinions? When you agree to them easily, you are considered
agreeable. However, your strong reactions qualify you as challenger in the words of Howard
and Howard (2001). There are some other correlated traits for agreeableness.

A Higher Degree in ‘A’

The five factor model of personality considers you as good natured, sympathetic and forgiving.
You are considered as tolerant, agreeable and courteous. You prove an excellent team member.
You strive to bring harmony amongst your mates. You are friendlier, approachable and appeasing.
You can ignore your own needs for others’.

However, you are not a good leader. You prefer to work in background. You keep your opinions
to yourself to avoid conflict. You are easily influenced. But you are a born social reformer. You
can prove an excellent teacher. The psychology is one of the best fields for you.

A Lower Degree in ‘A’

Five factor model of personality considers you as critical, analytical and tough. You are expressive
in your opinions. You don’t hide your reactions. You want your efforts and achievements to be
acknowledged. You can challenge. You are a born leader.

However, you may not prove a good team leader. Extreme degrees qualify you as a rude,
callous and self-centered person. You are viewed as hostile. You are not considered cooperative.
Your love for power can lead you to be an autocrat.

You are considered suitable for those careers where you are given freedom to exercise your will.
Military leadership, public administration and management are the best career dimensions for
you.

Factor 2: Openness to Change (O)

Five facto model of personality considers you open for change when you accept new thoughts,
ideas and changes.
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However, you are considered close to change when you avoid new experiments and follow
rules and regulations very strictly. The other correlated personality traits with different degrees
are mentioned below.

A Higher Degree in ‘O’

You qualify to be counted as original, creative and curious. You believe that change is more than
essential for social evolution. You love revolutions. You enjoy complexities of things and strive
to find out their solutions. You can handle new systems, technologies and tools with great ease.
You always build a big picture but tend to ignore vital details.

You are considered suitable for the careers where a lot of creativity, novelty and originality is
involved.

A Lower Degree in ‘O’

The five factor model of personality qualifies you as a resistant to change. You are traditional.
You love peaceful environment, secure jobs and serene family life. You spend a lot of time on
details. You can execute plans very well.

However, you are not a good planner. Your focus on details may cause you to ignore big picture.
You accept change only when there is no way out. The careers where rules and regulations are
to be followed very strictly are considered suitable for you. You can prove a good judge,
accountant and auditor. No one can be better financial manager than you.

Factor 3: Extraversion (E)

Do you love gatherings?
Or you prefer solitude?

Five factor model of personality considers your preferred way to handle your environment
very important. Different criteria are adopted when you apply for a job of cricket commentator
and for a position of a script writer. You can identify what level of degree you require to go for
your dream job.

A Higher Degree in ‘E’

The five factor model considers you social, friendlier and talkative. You are often assertive and
energetic. You can do many tasks successfully at a time. You prefer to lead others. You are
charismatic. However, you rely upon others without knowing them very well. You are considered
fit for politics, sales and public related careers.

A Lower Degree in ‘E’

You are considered private, serious and skeptic. You don’t rely on others easily. You keep your
secrets to your self. You are often quiet. You prefer environment where you can work alone.
Production management, natural sciences and art related careers are considered suitable for
you.

Factor 4: Conscientiousness (C)

How do you take your work?
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A Higher Degree in ‘C’

The five factor model of personality considers you an organised, focused and timely achiever of
your goals. You plan things and follow that route strictly. You are not easy to be distracted.
However, you tend to be workaholic. You are self-disciplined. You are considered confident,
dutiful and reliable. You often prove a strong executive in any organisation.

A Lower Degree in ‘C’

The five factor model of personality considers you careless, relaxed and unorganised. You don’t
plan things and pursue your goals with a flexible approach. Some day you work a lot and other
day you go on vacations. You are spontaneous. However, you are not considered good for
projects where deadlines are to be followed.

Factor 5: Neuroticism (N)

How do you handle depression?
A Higher Degree in ‘N’

The five factor model considers you nervous, unstable and vulnerable to negative emotionality.
You are never satisfied with your life. You are inflamed easily. You are reactive and often fail to
recover from depression shock easily. You always feel a need for stability. In extreme cases, you
may be advised clinical treatment. You have optimistic approach to life.

Self Assessment

Fill in the blanks:

16.  The five factor model of personality considers you as good natured, sympathetic and

17.  Factor 5 of theory of personality relates to .........ccccccocovuvinees which signifies-how do you
handle depression?

3.6 Emotion

An emotion is a mental and physiological state associated with a wide variety of feelings,
thoughts, and behavior. Emotions are subjective experiences, or experienced from an individual
point of view. It is often associated with mood, temperament, personality, and disposition.

Theories about emotions stretch back at least as far as the Ancient Greek Stoics, as well as Plato
and Aristotle. We also see sophisticated theories in the works of philosophers such as Descartes,
Spinoza and David Hume. Later theories of emotions tend to be informed by advances in
empirical research. Often theories are not mutually exclusive and many researchers incorporate
multiple perspectives in their work.

3.6.1 Theories of Emotions

Let us have a brief exposure to various theories of emotions.

Somatic theories: Somatic theories of emotion claim that bodily responses rather than judgements
are essential to emotions.
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James-Lange theory: William James, in the article ‘What is an Emotion?’, argued that emotional
experience is largely due to the experience of bodily changes. The Danish psychologist Carl
Lange also proposed a similar theory at around the same time, so this position is known as the
James-Lange theory. This theory and its derivatives state that a changed situation leads to a
changed bodily state. As James state that we feel sad because we cry, angry because we strike,
afraid because we tremble, and neither we cry, strike, nor tremble because we are sorry, angry,
or fearful, as the case may be.

Neurobiological theories: Based on discoveries made through neural mapping of the limbic
system, the neurobiological explanation of human emotion is that emotion is a pleasant or
unpleasant mental state organised in the limbic system of the mammalian brain.

Emotions are thought to be related to activity in brain areas that direct our attention, motivate
our behavior, and determine the significance of what is going on around us.

Cognitive theories: There are some theories on emotions arguing that cognitive activity in the
form of judgements, evaluations, or thoughts is necessary in order for an emotion to occur. Such
cognitive activity may be conscious or unconscious and may or may not take the form of
conceptual processing. It has also been suggested that emotions (affect heuristics, feelings and
gut-feeling reactions) are often used as shortcuts to process information and influence behaviour.

Out of various cognitive theories like Perceptual theory, Affective Events Theory, Cannon-Bard
theory, Two-factor theory and Component process model, the most important is Affective
Events Theory. Let us understand it.

3.6.2 Affective Events Theory

Affective Events Theory (AET) is a model developed by organisational psychologists Howard
M. Weiss and Russell Cropanzano to identify how emotions and moods influence job
performance and job satisfaction. According to the AET, environmental exigencies generate
“affective events” that cause emotional reactions in organisational members which, in turn,
determine members’ attitudes and behaviours. The model increases understanding of links
between employees and their emotional reaction to things that happen to them at work.

Work events model includes hassles, tasks, autonomy, job demands, emotional labor and uplifting
actions. These work events affect employees positively or negatively. Employee mood
predisposes the intensity of their reaction. This emotional response intensity therefore affects
job performance and satisfaction. Furthermore, other employment variables like effort, leaving,
deviance, commitment, and citizenship, are affected.

AET shows that the individual behaviour in organisations is not always a controlled, deliberate,
purely cognitive process, as it is often described. Rather, we contend that the moods and emotions
that managers experience in response to positive and negative workplace events have a significant
affect on strategic decision-making processes and ultimately, organisational-level outcomes.

3.6.3 Emotional Intelligence

Emotional Intelligence (EI), often measured as an Emotional Intelligence Quotient (EQ), is a
term that describes the ability, capacity, skill or (in the case of the trait EI model) a self-perceived
ability, to identify, assess, and manage the emotions of one’s self, of others, and of groups.
Different models have been proposed for the definition of EI and disagreement exists as to how
the term should be used.
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What is Emotional Intelligence?

Emotional intelligence (EI) is the ability to identify, assess, and control the emotions of oneself,
of others, and of groups.

What is IQ?

An intelligence quotient, or IQ, is a score derived from one of several different standardized
tests designed to assess intelligence.

EI vs IQ

By definition Emotional Intelligence is "The ability to perceive emotion, integrate emotion to
facilitate thought, understand emotions, and to regulate emotions to promote personal growth."

The ability based model of Peter Salovy views emotions as useful sources of information that
help one to make sense of and navigate the social environment. The model proposes that
individuals vary in their ability to process information of an emotional nature and in their
ability to relate emotional processing to a wider cognition. This ability is seen to manifest itself
in certain adaptive behaviors. The model proposes that EI includes 4 types of abilities:

1. Perceiving emotions - The ability to detect and decipher emotions in faces, pictures, voices,
and cultural artifacts- including the ability to identify one's own emotions. Perceiving
emotions represents a basic aspect of emotional intelligence, as it makes all other processing
of emotional information possible.

2. Using emotions - The ability to harness emotions to facilitate various cognitive activities,
such as thinking and problem solving. The emotionally intelligent person can capitalize
fully upon his or her changing moods in order to best fit the task at hand.

3. Understanding emotions - The ability to comprehend emotion language and to appreciate
complicated relationships among emotions. For example, understanding emotions
encompasses the ability to be sensitive to slight variations between emotions, and the
ability to recognize and describe how emotions evolve over time.

4.  Managing emotions - The ability to regulate emotions in both ourselves and in others.
Therefore, the emotionally intelligent person can harness emotions, even negative ones,
and manage them to achieve intended goals.

Comparison
Emotional Quotient is more appropriate than Emotional Intelligence.

If we see emotional as an adjective and intelligence as a noun, it means a cognitive understanding
of emotions, while the literature usually refers to the identifying, feeling and using emotions.

A person who has a high ability to recognize, identify and feel emotions in him/herself and
others (high EQ) will become a more successful salesperson.

People with high EQ will have more friends and mentors in companies and thus advance faster
than a person of equal (or perhaps greater) IQ..

People with high EQ will be better liked and more appreciated in the community or in politics
and be able to solicit more backers for their proposals.

People with a higher EQ enjoyed more success. IQ set a floor or threshold for entry into the
career, but that once that threshold was met, EQ determined the eventual success.

The benefit, if EQ a greater indicator of life success than IQ, is that EQ can be modified through
a program of directed learning.
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Regardless of individual IQ or current level of success, one can increase his/her EQ and thus
increase his/her life success.

How EI helps create proactive employees-better teamwork?

Emotional intelligence is often touted as vital for a good team leader to possess, but a level of
emotional intelligence is also necessary among team members for them to carry out their team
roles in a cooperative and collaborative manner. Emotional intelligence is considered
synonymous with self-awareness and emotional empathy but actually, a whole range of feelings
and behaviour come under the umbrella of emotional intelligence. One of the most accurate
definitions of emotional intelligence is that it is 'the cognitive appraisal of emotional
information'.

Some key factors that collectively explain the scope of emotional intelligence are given below:

Sense Moods and Emotions: Awareness of one's own emotions, the ability to put oneself in
another person's shoes whilst understanding their emotions and the ability to gauge other's
moods and respond accordingly.

Respond Appropriately to Various Situations: The ability to feel and express genuine emotions
such as happiness, sadness, fear or even anger as the situation warrants.

Regulate Emotions: Able to gain control over one's emotions and manage one's moods better.

Social Adeptness: Being courteous and considerate, able to communicate effectively and not rub
people the wrong way.

Emotional intelligence can facilitate better work place relationships. Many experts involved in
research in this area of human psychology, find that those individuals with a high level of
emotional intelligence tend to be more positive, affable and friendly. They are able to adapt to
different situations and cope with stress better. High emotional intelligence is also associated
with a better work approach that is goal directed and achievement oriented. All these
characteristics are certainly desirable in teams and pave the way for effective teamwork.

Well developed emotional intelligence can help team members immensely in carrying out
their team responsibilities better. It can have a minimizing effect on conflicts and can create a
more cohesive and cooperative team environment. There are formal testing methods that can
actually provide scores on the level of emotional intelligence of each individual. It is certainly
worth assessing your teams on their emotional intelligence levels and if found lacking, there
are workshops and seminars that can help your teams redirect their thinking patterns and
behaviour and change for the better

3.6.4 EI and Job Performance

Researches on the relationship between EI and job performance have only shown mixed results:
a positive relation has been found in some of the studies, in others there was no relation or an
inconsistent one. This led researchers to offer a compensatory model between EI and IQ, that
posits that the association between EI and job performance becomes more positive as cognitive
intelligence decreases, an idea first proposed in the context of academic performance. The results
of the former study supported the compensatory model: employees with low IQ get higher task
performance and organisational citizenship behavior directed at the organisation, the higher
their EIL
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Self Assessment

State whether the following statements are true or false:

18.

19.

20.

Emotions are non subjective experiences, or experienced from an non-individual point of

view.

Affective Events Theory (AET) is a model developed by organisational psychologists

Howard M. Weiss and Russell Cropanzano.

Intelligence Quotient (EQ), is a term that describes the ability, capacity, skill or (in the case
of the trait EI model) a self-perceived ability, to identify, assess, and manage the emotions

of one's self, of others, and of groups.

Case Smdy — Sushma’s Quandary as a Leader?

ushma Gupta worked as the Assistant Manager (AM) of Operations for Mega

Shopping Arena (MSA). MSA, a popular store, sold everything from food, clothes,

and shoes to stationery, furniture, household items, electronics, and toys. The store
advertised itself as a one-stop shop where the customer could find everything he or she
needed. Sushma was happy that she was working with such a reputed, well-established
store.

Sushma loved her job and had worked hard to get to the position of AM.

Her life revolved around her work, so much so that she had to be forced to take leave or
a vacation. Her seniors were happy with her work, and Sushma was looking forward to
the performance appraisals in March.

She was sure that she would be promoted. She had excelled at her work in the four years
she had been at the store, and she felt that she definitely deserved to become Manager.

In March, as she had expected, Sushma was promoted and made Manager. Her job profile
now was different — she was no longer required to do the day-to-day administrative tasks
that she had been doing till then.

Neither was she required to deal with customers. Her new role involved managing the
supply chain, and taking care of the advertising and marketing plans of the store.

In her new role, Sushma had a team of four AMs, who were each required to present a
daily report to her at the end of each day. The AMs were required to handle the
administrative duties, including dealing with counter staff, as well as to handle customer
complaints.

However, Sushma being the perfectionist that she was, insisted on taking all the decisions
herself, even when they had to be made at the AM level. She did not understand of CI, GI
or DI types of participation theory. Because of this, the AMs did not have a sense of
ownership. They shied away from taking decisions, leaving them to Sushma, besides
asking for her guidance even on small issues.

One day, Sonal Kapoor, a regular customer, came to return a pair of wrinkle-free trousers
that she had bought a week earlier. Mrs. Kapoor, a member of the store’s loyalty program,
was quite upset because the trousers had shrunk in just one wash, and she wished to return
them.

Contd...
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She produced the original bill, and asked for a full refund, pointing to the notice hung on
the wall which clearly stated the store’s return policy of giving full refund if the customer
returned the product within a week along with the original bill.

At this point, Sushma was not in office, as she was attending an off-site meeting. Rajeev,
the AM handling the matter, refused to take a decision as he was not sure how to ascertain
the number of days from the day of purchase — whether he should include the day of
purchase or not! He asked Mrs. Kapoor to come back the next day to meet Sushma. Mrs.
Kapoor first tried to argue and then said she would agree to an exchange.

However, Rajeev refused to commit himself and kept asking her to meet Sushma. An
irritated Mrs. Kapoor then raised her voice, drawing the attention of other shoppers.

She said she was surprised that there wasn’t a single competent person who could help her
out. Rajeev tried to calm her down but this only annoyed her further. She dashed to the
exit, flinging both the pair of trousers and the loyalty card to the floor, vowing never to
come back to the store. Rajeev knew the store had lost a loyal and valuable customer, but
at the same time did not want to take any decisions without consulting Sushma first. He
felt frustrated and helpless.

Ever since Sushma had been promoted, she had been working late, sometimes till midnight.
However, most of the work that she was doing was something that she should have
delegated to her juniors. She preferred to do the work herself as she did not have enough
trust in her juniors.

So in actual fact, only her title had changed - her attitude and focus had not. She was still
doing the same work that she had been doing before her promotion! All this additional
work, however, left her with very little time to attend to her own responsibilities.

On another occasion, when Sushma heard a customer complaining about the quality of
fruit and vegetables at the store, she immediately went to the woman to sort out the issue,
forgetting that she had an appointment with a senior official from Techtron Electronics
who wanted to discuss his company’s plans of running a promotional event in association
with MSA.

It was a great opportunity for Sushma to get additional business. The marketing manager
of Techtron, Vishal Anand, waited about 45 minutes for Sushma, but she was busy pacifying
the woman who had come to complain. Sushma could not perform well on the task
consideration of situational theory of leadership. Anand ultimately grew tired of waiting
and left; he then went to Stop&Shop, MSA’s prime competitor.

In the evening, Aravind Sinha, Director, MSA, came to know that Techtron had gone to
their rivals. So he called up Anand to know why he had changed his mind and tied up with
MSA'’s rival.

Anand then told him, “Your store was our first choice, but it seems your Manager was too
busy to see me. I thought I should go elsewhere where they would appreciate my time.”
Sinha was taken aback.

On learning what had happened, Sushma was worried that she had disappointed Sinha.
From being a star performer and everyone’s favourite employee, Sushma had suddenly
become the one person no one wanted to work with.

Her juniors thought she interfered too much, while her seniors thought that she was not
focused enough. Sushma was confused. She liked to think of herself as indispensable, and
thought she was working her way toward becoming exactly that for her organisation.

Contd...

TEERTHANKER MAHAVEER UNIVERSITY

72



Unit 3: Personality

The way she saw it, she was being helpful to everyone, working harder and longer than
ever, and doing more than she was expected to do! What then, was she doing wrong?

Questions:

1. What in your opinion was Sushma doing wrong? What do you suggest she do now
in order to rectify the situation?

2. Should the company have trained Sushma for her new role? What should Sinha do
now?

3. Quantify Sushma’s personality traits, if any.

Source: www.icmrindia.org

3.7 Summary

) Personality is defined as a relatively stable set of characteristics that influence an
individual’s behaviour.

) One should think of personality as the sum total of ways in which an individual reacts and
interacts with others.

) This is most often described in terms of measurable personality traits that a person exhibits.

) Personality plays the most important role in determining the level of individual
effectiveness.

) Various determinants and theories have proven that the individual personality can be

developed in order to develop one’s effectiveness.
) The personality not only develops but also changes according to various situations.

) An emotion is a mental and physiological state associated with a wide variety of feelings,
thoughts, and behavior.

° Emotions are subjective experiences, or experienced from an individual point of view.
) It is often associated with mood, temperament, personality, and disposition.
° Theories about emotions stretch back at least as far as the Ancient Greek Stoics, as well as

Plato and Aristotle.

) We also see sophisticated theories in the works of philosophers such as Descartes, Spinoza
and David Hume.

) Later theories of emotions tend to be informed by advances in empirical research.

° Often theories are not mutually exclusive and many researchers incorporate multiple
perspectives in their work

3.8 Keywords

Conscience: The behaviours for which we have been punished and about which we feel guilty.

Ectomorph: According to Sheldon's Physiognomy Theory, he has thin, long and poorly developed
body.

Intuition: It is based on unconscious inner perception of the potentialities of events or things.

Mesomorph: According to Sheldon's Physiognomy Theory, he has a strong, athletic and tough
body type.
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3.9 Review Questions

S

10.
11.
12.
13.
14.

15.

16.

Define personality.
Why is the study of “personality” important for a manager?

Describe five theories of personality and what each contributes to our knowledge of
personality.

What is the comprehensive definition of personality? Give brief examples of each of the
major elements.

What are the various factors in the biological contributions to personality?
Elaborately discuss various theories of personality.
Explain the meaning of “self-concept”.

What are the major elements of the self-concept? How can this analysis contribute to a
better understanding of organisational behaviour?

What constrains the power of personality traits to precisely predict behaviour?
What is the Myers-Briggs Type Indicator?

What is affective event theory?

Discuss various theories of emotions.

Discuss the concept of EI and performance.

Personality is a pattern of stable states and characteristics of a person that influences his or
her behaviour toward goal achievement. Comment.

As a manager HR, how would you deal with a person who has an independent and
aggressive work attitude due to his cultural background and is a better performer than the
rest of the employees who do their work with full grit but lack that enthusiasm?

Mlustrate through examples how is human personality influenced by situational factors?

Answers: Self Assessment

N g @

13.
15.
17.
19.

True 2. True

False 4. True

True 6. Freud

ego 8. Superego
Projection 10. Trait

(d) 12 (b)

(a) 14. Psychological
ISFP 16. Forgiving
Neuroticism (N): 18. False

True 20. True
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3.10 Further Readings Notes

N

Books

&2

Online

links

Aquinas PG, Organisational Behavior, Excel Books.
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Objectives

After studying this unit, you will be able to:

° Define the term perception
° Discuss Perceptual process
° State the relevance of Frequently used shortcuts in judging others

. Explain the concept of Individual Decision Making

° Know about Perceptual errors
Introduction

Perception involves the way we view the world around us. It adds meaning to information
gathered via the five senses of touch, smell, hearing, vision and taste. Perception is the primary
vehicle through which we come to understand our surroundings and ourselves. Perception can
be defined as a process by which individuals organise and interpret their sensory impressions in
order to give meaning to their environment

Sl

VA ad

Did u know? Why is perception important in the study of OB?

Simply because people’s behaviour is based on their perception of what reality is, not on
reality itself.
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Virtually all management activities rely on perception. In appraising performance, managers
use their perceptions of an employee’s behaviour as a basis for evaluation. One work situation
that highlights the importance of perception is the selection interview. Perception is also culturally
determined. Based on our cultural backgrounds, we tend to perceive things in certain ways.

Perception is the primary vehicle through which we come to understand our surroundings and
ourselves. Social perception is the process of interpreting information about another person.
Social perception is directly concerned with how one individual perceives other individuals.
Formal organisation participants constantly perceive one another. Managers are perceiving
workers, workers are perceiving managers, line personnel are perceiving staff personnel, staff
personnel are perceiving line personnel, superiors are perceiving subordinates, subordinates
are perceiving superiors and so on. There are numerous complex factors that enter into such
social perception, but the primary factors are found in the psychological process and personality.

4.1 Factors Influencing Perception

A number of factors operate to shape and sometimes distort perception. These factors can reside:

1. Characteristics of the Perceiver: Several characteristics of the perceiver can affect perception.
When an individual looks at a target and attempts to interpret what he or she stands for,
that interpretation is heavily influenced by personal characteristics of the individual
perceiver. The major characteristics of the perceiver influencing perception are:

(a)  Attitudes: The perceiver’s attitudes affect perception. For example, suppose Mr. X is
interviewing candidates for a very important position in his organisation — a position
that requires negotiating contracts with suppliers, most of whom are male. Mr X
may feel that women are not capable of holding their own in tough negotiations.
This attitude will doubtless affect his perceptions of the female candidates he
interviews.

(b) Moods: Moods can have a strong influence on the way we perceive someone. We
think differently when we are happy than we do when we are depressed. In addition,
we remember information that is consistent with our mood state better than
information that is inconsistent with our mood state. When in a positive mood, we
form more positive impressions of others. When in a negative mood, we tend to
evaluate others unfavourably.

(¢)  Motives: Unsatisfied needs or motives stimulate individuals and may exert a strong
influence on their perceptions. For example, in an organisational context, a boss
who is insecure perceives a subordinate’s efforts to do an outstanding job as a threat
to his or her own position. Personal insecurity can be translated into the perception
that others are out to “get my job”, regardless of the intention of the subordinates.

(d)  Self-Concept: Another factor that can affect social perception is the perceivers’ self-
concept. An individual with a positive self-concept tends to notice positive attributes
in another person. In contrast, a negative self-concept can lead a perceiver to pick
out negative traits in another person. Greater understanding of self allows us to
have more accurate perceptions of others.

(e)  Interest: The focus of our attention appears to be influenced by our interests. Because
our individual interests differ considerably, what one person notices in a situation
can differ from what others perceive. For example, the supervisor who has just been
reprimanded by his boss for coming late is more likely to notice his colleagues
coming late tomorrow than he did last week. If you are preoccupied with a personal
problem, you may find it hard to be attentive in class.
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(f)  Cognitive Structure: Cognitive structure, an individual’s pattern of thinking, also
affects perception. Some people have a tendency to perceive physical traits, such as
height, weight, and appearance, more readily. Others tend to focus more on central
traits, or personality dispositions. Cognitive complexity allows a person to perceive
multiple characteristics of another person rather than attending to just a few traits.

(g)  Expectations: Finally, expectations can distort your perceptions in that you will see
what you expect to see. The research findings of the study conducted by Sheldon S
Zalkind and Timothy W Costello on some specific characteristics of the perceiver
reveal:

(i) Knowing oneself makes it easier to see others accurately.
(ii) One’s own characteristics affect the characteristics one is likely to see in others.

(iii) People who accept themselves are more likely to be able to see favourable
aspects of other people.

(iv) Accuracy in perceiving others is not a single skill.

These four characteristics greatly influence how a person perceives others in the
environmental situation.

Characteristics of the Target: Characteristics in the target that is being observed can affect
whatis perceived. Physical appearance plays a big role in our perception of others. Extremely
attractive or unattractive individuals are more likely to be noticed in a group than ordinary
looking individuals. Motion, sound, size and other attributes of a target shape the way we
see it.

Physical appearance plays a big role in our perception of others. The perceiver will notice
the target’s physical features like height, weight, estimated age, race and gender. Perceivers
tend to notice physical appearance characteristics that contrast with the norm, that are
intense, or that are new or unusual. Physical attractiveness often colours our entire
impression of another person. Interviewers rate attractive candidates more favourably
and attractive candidates are awarded higher starting salaries.

Verbal communication from targets also affects our perception of them. We listen to the
topics they speak about, their voice tone, and their accent and make judgements based on
this input.

Non-verbal communication conveys a great deal of information about the target. The
perceiver deciphers eye contact, facial expressions, body movements, and posture all in an
attempt to form an impression of the target.

The perceiver, who observes the target’s behaviour, infers the intentions of the target. For
example, if our manager comes to our office doorway, we think “oh no! He is going to
give me more work to do”. Or we may perceive that his intention is to congratulate us on
a recent success. In any case, the perceiver’s interpretation of the target’s intentions affects
the way the perceiver views the target.

Targets are not looked at in isolation; the relationship of a target to its background
influences perception because of our tendency to group close things and similar things
together. Objects that are close to each other will tend to be perceived together rather than
separately. As a result of physical or time proximity, we often put together objects or
events that are unrelated. For example, employees in a particular department are seen as
a group. If two employees of a department suddenly resign, we tend to assume their
departures were related when in fact, they might be totally unrelated.
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l?

Did u know? People, objects or events that are similar to each other also tend to be grouped
together. The greater the similarity, the greater the probability we will tend to perceive
them as a group.

3. Characteristics of the Situation: The situation in which the interaction between the
perceiver and the target takes place has an influence on the perceiver’s impression of the
target. For example, a professor may not notice his 20-year-old female student in a bikini
at the swimming pool. Yet the professor will notice the same girl if she comes to his
organisational behaviour class in a bikini. In the same way, meeting a manager in his or
her office affects your impression in a certain way that may contrast with the impression
you would have formed, had you met the manager in a restaurant.

The strength of the situational cues also affects social perception. Some situations provide strong
cues as to appropriate behaviour. In these situations, we assume that the individual’s behaviour
can be accounted for by the situation, and that it may not reflect the individual’s disposition.
This is the discounting principle in social perception. For example, you may encounter an
automobile salesperson who has a warm and personable manner, asks you about your work
and hobbies, and seems genuinely interested in your taste in cars. Can you assume that this
behaviour reflects the salesperson’s personality? You probably cannot, because of the influence
of the situation. This person is trying to sell you a car, and in this particular situation, he
probably treats all customers in this manner. The Figure 4.1 below summarizes the factors
influencing perception.

Figure 4.1: Factors that Influence Perception

Factors in the perceiver

e Attitudes
Motives
Interests
Experience
Expectation

Factors in the situation

y

® Time
® Work setting 'l PERCEPTION

® Social setting 4

Factors in the target

Novelty
Motion
Sound
Size

Background
Proximity

Source: Stephen P Robbins “Organisational Behavior-concepts, controversies, applications”, (seventh
edition), Prentice Hall Englewood Cliffs NJ 07632 (1996) page 135.
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Self Assessment

State whether the following statements are true or false:

1.  Perception is the secondary vehicle through which we come to understand our surroundings
and ourselves.

2. Social perception is the process of interpreting information about another person.

3. Social perception is indirectly concerned with how one individual perceives other
individuals.

4. An individual with a positive self-concept tends to notice positive attributes in another
person.

5. Cognitive complexity allows a person to perceive multiple characteristics of another

person rather than attending to just a few traits.

4.2 Perceptual Process

Perception is the process of interpreting and understanding one’s environment. It is a complex
psychological process, but it can be boiled down to four steps: observation, selection,
organisation and interpretation. First we observe information (sensory data) from the
environment through our senses: sight, hearing, touch, taste and smell. Next, our mind screens
the data and will select only the items we will process further. Finally, we organise the selected
data into meaningful patterns for interpretation and response. The key elements in the perceptual
process are selection and organisation.

Selection

Every second of every day, individuals are bombarded by countless stimuli through the human
senses of sight, hearing, touch, smell and taste. We attend to only a small portion of these stimuli
(Certo and Certo). Since we are not in a position to digest all that we observe, we engage in
selectivity. We collect bits and pieces of information from environment—depending on our
interests, background, experiences etc. Also, we tend to see only what we want to see. Out of a
hundred children playing in a park, ‘X" often would look at what his own kids are doing. Thus,
people perceive what is most important for them in a particular situation. While in a bus, for
example, an employee who is already late for his office is quite likely to look at his watch time
again and again rather than two lovers sitting in front of him.

Perceptual Selection, thus, is the tendency to filter out information that is discomforting, that
seems irrelevant, or that contradicts one’s beliefs. Perceptual selection depends on several factors,
some of which are in the environment and some of which are internal to the perceiver.

Organisation

Once people have selected the sensory data to be perceived, they begin grouping the data into
recognizable patterns. Perceptual organisation is the process by which people categorize stimuli
according to their frame of reference, based on their past learning and experiences. While
organising the incoming information into a meaningful whole, people generally depend on the
following principles:

Figure Ground Principle: In the perceptual field, certain factors are considered significant and
give a meaning to the person, and certain others which are rather unimportant for a person or
cannot be studied are left as insignificant. The meaningful and significant portion is called the
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‘figure and the insignificant or meaningless portion is labelled as ‘ground’. For instance, the
printed words on this page are the ‘figure” and the white space is the ‘ground’. The information
we classify as figure is assigned more importance than that which we view simply as background.
The employee’s psychological storage and subsequent interpretation of information will be
affected by whether he classified the information as figure or ground.

For instance, when we enter a dark movie theatre, we do not immediately consider what is
going on the screen; rather we focus on the seat. Once we find a seat, the seat becomes ground
and movie switches from ground to figure. When there is no figure-ground pattern to organise
information, we have to live with lot of ambiguity.

Self Assessment

Fill in the blanks:
6. e is the process of interpreting and understanding one’s environment.

7. s is the tendency to filter out information that is discomforting, that seems
irrelevant, or that contradicts one’s beliefs

4.3 Attribution

As human beings, we are innately curious. We are not content merely to observe the behaviour
of others; we want to know why they behave the way they do. We also seek to understand and
explain our own behaviour. Attribution simply refers to how a person explains the cause of
another’s or his or her own behaviour. Attribution thus is the most relevant application of
perception concepts to organisation behaviour — the issue of person perception. The attributions
or inferred causes we provide for behaviour have important implications in organisations. In
explaining the causes of employee performance, good or bad, we are asked to explain the
behaviour that was the basis for the performance.

Our perceptions of people differ from our perceptions of inanimate objects like machines or
buildings. Non-living objects are subject to the laws of nature; they have no beliefs, motives or
intentions. People do. The result is that when we observe people, we attempt to develop
explanations of why they behave in certain ways. Our perception and judgement of a person’s
actions, therefore, will be significantly influenced by the assumptions we make about the person’s
internal state. We explore Harold Kelly’s attribution model, which is based on the pioneering
work of Fritz Heider, the founder of attribution theory.

4.3.1 Internal and External Attributions

Attribution theory has been proposed to develop explanations of the ways in which we judge
people differently, depending on what meaning we attribute to a given behaviour. Basically,
the theory suggests that when we observe an individual’s behaviour, we attempt to determine
whether it was internally or externally caused.

1. Internal attributions: Attributions can be made to an internal source of responsibility.
That means something within the individual’s control. For example, suppose you perform
well in your MBA examination, you might say you did well because you are smart or
because you studied hard. If you attribute your success to ability or effort, you are citing
an internal source.

2. External Attributions: Attributions can be made to an external source of responsibility.
That means something outside the individuals’ control. For example, suppose you perform
well in your MBA examination you might say the examination was easy or that you had
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good luck. In this case, you are attributing your performance to sources beyond your

control or external attributions.

Case Smdy — Managers Explain What has Helped and Hindered
their Advancement

ndustry Week magazine surveyed 1,300 middle mangers in medium-sized and large

companies with at least 500 employees on a number of issues. Two questions were

particularly relevant because they address attribution issues: To what do you attribute
your success to date? And what do you think has most hampered your advancement to
even higher levels in your company?

Most managers attributed their advancement to their knowledge and on-the-job
accomplishments. More than 80 per cent of these middle managers ranked these as being
the biggest factors in their promotion into management.

When asked what most hindered their advancement to even higher levels of management,
56 percent of the managers said it was because they hadn’t built relationships with the
“right” people. This was followed by 23 percent saying that they were most hindered by
insufficient education, intelligence, or knowledge of their business area.

These results are exactly what you’d expect based on attribution theory.

Specifically, consistent with the self-serving bias, these managers attributed their success
to internal factors (their knowledge and on-the-job accomplishments) and placed the
blame for their failures on external factors (the implied politics in knowing the right

people).

Questions:
1. What do you analyze as the main reasons to attribute to higher growth in an
organisation?

2. Do you think that your relationship with “right people” determines how far you
have to go in your career or is it your performance?

Source: D.R. Altany, “Torn Between Halo and Horns,” Industry Week (March 15, 1993), page 19.

4.3.1 Attribution Theory

Attribution theory has been proposed to develop explanations of the ways in which we judge
people differently, depending on what meaning we attribute to a given behaviour. Attribution
is a perceptual process. The way we explain success of failure — whether our own or that of
another person — affects our feelings and our subsequent behaviour. Harold Kelley extended
attribution theory by trying to identify the antecedents of internal and external attributions.
Kelley proposed that individuals make attributions based on information gathered in the form
of three informational cues:

1.

Consensus: Consensus is the extent to which peers in the same situation behave the same
way. In other words, if everyone who is faced with a similar situation responds in the
same way, we can say the behaviour shows consensus. If everybody in the same
circumstance behaves in the same way, you would be given an external attribution, whereas
if a single employee behaves in a particular way, your conclusion would be internal.
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Distinctiveness: Distinctiveness is the degree to which the person behaves the same way
in other situations. What we want to know is, if this behaviour is unusual or not. If it is, the
observer is likely to give the behaviour an external attribution. If this action is not unusual,
it will probably be judged as internal.

Consistency: Consistency refers to the frequency of a particular behaviour over time. An
observer looks for consistency in a person’s action. The more consistent the behaviour, the
more the observer is inclined to attribute it to internal causes. The Figure 4.2 below
summarizes the key elements in attribution theory.

OBSERVATION ——  » INTERPRETATION

Figure 4.2: Attribution Theory

» ATTRIBUTION OF CAUSES

v

HIGH [—> EXTERNAL

> DISTINCTIVENESS

LOW |—»| INTERNAL

A4

HIGH [ EXTERNAL

v

INDIVIDUAL .
BEFAVIOUR »  CONSENSUS
» 1ow |—| INTERNAL
» HIGH [—» INTERNAL
>  CONSISTENCY
» LOW | EXTERNAL

Source: Stephen P Robbins “Organisational Behaviour — Concepts, Controversies and Application”
(7th Edition) Prentice Hall Englewood Cliffs NJ07632 page 136.

AAND
o

Did u know? Consensus, distinctiveness and consistency are the cues used to determine
whether the cause of behaviour is internal or external. The process of determining the
cause of behaviour may not be simple and clear-cut, because of some biases that occur in
forming attributions.

Self Assessment

Multiple Choice Questions:

8.

In s principles, the meaningful and significant portion is called the ‘figure and
the insignificant or meaningless portion is labeled as ‘ground’

(a) Figure (b) Ground

(¢)  Figure ground (d) Figure round
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9. When there is no figure-ground pattern to organise information, we have to live with lot
o) SR
(@) Anxiety (b) Excitement
(0 Ambiguity (d) None

4.4 Frequently used Shortcuts in Judging Others

Perceiving and interpreting what others do is burdensome. As a result, individuals develop
techniques for making the task more manageable. These techniques are not foolproof. Several
factors lead us to form inaccurate impressions of others. These barriers to perception are inaccurate
impressions of others. These barriers to perception are:

1. Selective Perception: We receive a vast amount of information. Therefore, it is impossible
for us to assimilate everything we see — only certain stimuli can be taken note of. That is
why, the boss may reprimand some employees for doing something that — when done by
another employee goes unnoticed. Since we can’t observe everything going on about us,
we engage in selective perception.

Selective perception is also our tendency to choose information that supports our
viewpoints; individuals often ignore information that makes them feel uncomfortable or
threatens their viewpoints.

Selective perception allows us to “speed-read” others, but not without the risk of drawing
an inaccurate picture. Because we see what we want to see, we can draw unwarranted
conclusions from an ambiguous situation. Our perception tends to be influenced more by
an individual’s attitudes, interests, and background than by the stimulus itself.

2. Stereotype: A stereotype is a generalization about a group of people. When we judge
someone on the basis of our perception of the group to which he or she belongs, we are
using the shortcut called stereotyping. Stereotypes reduce information about other people
to a workable level, and they are efficient for compiling and using information. It is a
means of simplifying a complex world and it permits us to maintain consistency. It is less
difficult to deal with an unmanageable number of stimuli if we use stereotypes. Stereotypes
can be accurate, and when they are accurate, they can be useful perceptual guidelines.
However, most of the time, stereotypes are inaccurate.

Attractiveness is a powerful stereotype. We assume that attractive individuals are also
warm, kind, sensitive, poised, sociable, outgoing, independent, and strong. Are attractive
people always warm, kind, intelligent, sociable, outgoing, independent, and strong? Are
attractive people really like this? Certainly all of them are not.

In organisations, we frequently hear comments that represent stereotypes based on gender,
age, nationality, etc. From a perceptual standpoint, if people expect to see this stereotype,
that is what they will perceive, whether it’s accurate or not.

3. Contrast Effect: Stimuli that contrast with the surrounding environment are more likely
to be selected for attention than stimuli that blend in. A contrasting effect can be caused by
colour, size or any other factor that is unusual (any factor that distinguishes one stimulus
from others at present). For example, a man walking down the street with a pair of
crutches is more attention grabbing than the usual variety of pedestrian. A contrast effect
is the evaluation of a person’s characteristics that are affected by comparisons with other
people recently encountered that rank higher or lower on the same characteristics. The
“contrast” principle essentially states that external stimuli that stand out against the
background or which are not what are expecting, will receive their attention. The contrast
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effect also explains why a male student stands out in a crowd of female students. There is
nothing unusual about the male student but, when surrounded by females, he stands out.

An illustration of how contrast effects operate is an interview situation in which one sees
a pool of job applicants. Distortions in any given candidate’s evaluation can occur as a
result of his or her place in the interview schedule. The candidate is likely to receive a
more favourable evaluation if preceded by mediocre applicants, and a less favourable
evaluation if preceded by strong applicants.

4. Projection: It is easy to judge others if we assume they are similar to us. This tendency to
attribute one’s own characteristics to other people is called projection. Projection can
distort perceptions made about others. People who engage in projection tend to perceive
others according to what they are like, rather than according to what the person being
observed is really like. When managers engage in projection, they compromise their
ability to respond to individual differences. They tend to see people as more homogeneous
than they really are.

5. Implicit Personality Theories: We tend to have our own mini-theories about how people
look and behave. These theories help us organise our perceptions and take shortcuts
instead of integrating new information all the time. Implicit-personality theory is opinions
formed about other people that are based on our own mini-theories about how people
behave. For example, we believe that girls dressed in fashionable clothes will like modern
music and girls dressed in traditional dress, like a saree, will like Indian classical music.
These implicit personality theories are barriers because they limit out ability to take in
new information when it is available.

6. Self-fulfilling Prophecies: Self-fulfilling prophecies are situations in which our expectations
about people affect our interaction with them in such a way that our expectations are
fulfilled. Self-fulfilling prophecy is also known as the Pygmalion effect, named after a
sculptor in Greek mythology who carved a statue of a girl that came to life when he
prayed for this boon and it was granted.

The Pygmalion effect has been observed in work organisations as well. A manager’s
expectations of an individual affect both the manager’s behaviour toward the individual
and the individual’s response. For example, suppose a manager has an initial impression
of an employee as having the potential to move up within the organisation. Chances are
that the manager will spend a great deal of time coaching and counselling the employee,
providing challenging assignments and grooming the individual for success.

4.5 Individual Decision-making and Perceptual Errors

4.5.1 Decision-making Process

Managers have to make decisions, whether they are simple or extremely complex. Making a
good decision is a difficult exercise. It is the product of deliberation, evaluation and thought. To
make good decisions, managers should invariably follow a sequential set of steps. Decision-
making is a process involving a series of steps as shown in the Figure 4.3.

First Step: The first step is recognition of the problem. The manager must become aware that a
problem exists and that it is important enough for managerial action. Identification of the real
problem is important; otherwise, the manager may be reacting to symptoms and fire fighting
rather than dealing with the root cause of the problem. In order to monitor the problem situation
(decision-making environment), managers may have to look into management reports, check
progress against budgets, compare the results against industry competitors, and assess factors
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contributing to employee efficiency or inefficiency, etc. They have to use judgement and experience
in order to identify the exact nature of the problem. In other words, the manager must determine
what is to be accomplished by the decision.

Second Step: The second step in the decision-making process is gathering information relevant
to the problem. A successful manager must have the ability to weed out the wheat from the chaff
before deciding on a specific course of action. Once aware of a problem, he must state the real
problem. He must try to solve the problem, not the symptoms. The manager must pull together
sufficient information about why the problem occurred. This involves conducting a thorough
diagnosis of the situation and going on a fact-finding mission.

Third Step: The third step is listing and evaluating alternative courses of action. Developing
alternative solutions (to the problem) guarantees adequate focus and attention on the problem.
It helps managers to fully test the soundness of every proposal before it is finally translated into
action. During this step, a thorough “what if” analysis should also be conducted to determine
the various factors that could influence the outcome. It is important to generate a wide range of
options and creative solutions in order to be able to move on to the next step. Therefore,
managers should encourage people to develop different solutions for the same problem. The
ability to develop alternatives is as important as making a right decision among alternatives.
The development of alternatives is a creative, innovative activity. It calls for divergent thinking;
it calls for “systems thinking”. In other words, managers should try to seek solutions outside the
present realm of their knowledge; they are forced to look into all the relevant factors before
coming up with a novel solution.

Figure 4.3: Decision-making Process

Recognize the problem and the need for a decision

!

Identify the objective of the decision

v

Gather and evaluate data and diagnose the situation

v

List and evaluate alternatives

v

Select the best course of action

!

Implement the decision

v

Gather feedback

v

Follow-up

Source: Debra L Nelson, James C Quick “Organisational Behavior — Foundations, Realities, and
Challenges” (second edition) West Publishing Company Minneapolis. Page 283.
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Fourth Step: Next, the manager selects the alternative that best meets the decision objective. If
the problem has been diagnosed correctly and sufficient alternatives have been identified, this
step is much easier. Peter Drucker has offered the following four criteria for making the right
choice among available alternatives:

(i)  The manager has to weigh the risks of each course of action against the expected gains.

(ii) The alternative that will give the greatest output for the least inputs in terms of material
and human resources is obviously the best one to be selected.

(iii) If the situation has great urgency, the best alternative is one that dramatizes the decision
and serves notice on the organisation that something important is happening. On the
other hand, if consistent effort is needed, a slow start that gathers momentum may be
preferable.

(iv) Physical, financial and human resources impose a limitation on the choice of selection. Of
these, the most important resources whose limitations have to be considered are the
human beings who will carry out the decision.

Final Step: Finally, the solution is implemented. The manager must seek feedback regarding
the effectiveness of the implanted solutions. Feedback allows managers to become aware of the
recent problems associated with the solution. It permits managers to monitor the effects of their
acts to gauge their success. They can evaluate their own decision-making abilities. Consistent
monitoring and periodic feedback is an essential part of the follow-up process.

Perceptual Errors

1.  Halo Effect: The halo error in perception is very similar to stereotyping. Whereas in
stereotyping the person is perceived according to a single category, under the halo effect
the person is perceived on the basis of one trait.

When we draw a general impression about an individual based on a single characteristic,
such as intelligence, sociability or appearance, a halo effect is operating. The propensity
for the halo effect to operate is not random. Research suggests it is likely to be most
extreme when the traits to be perceived are ambiguous in behavioural terms, when the
traits have moral overtones, and when the perceiver is judging traits with which he or she
has limited experience. Example of halo effect is the extremely attractive secretary who is
perceived by her male boss as being intelligent, and a good performer, when, in fact, she
is a poor typist.

2. First-impression error: Individuals place a good deal of importance on first impressions.
First impressions are lasting impressions. We tend to remember what we perceive first
about a person, and sometimes we are quite reluctant to change our initial impressions.
First-impression error means the tendency to form lasting opinions about an individual
based on initial perceptions. Primacy effects can be particularly dangerous in interviews,
given that we form first impressions quickly and that these impressions may be the basis
for long-term employment relationships.

PV

Task How will you check the loyalty of an employee who questions a top decision?
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Self Assessment

Multiple Choice Questions:

10.

11.

The word “decision” is derived from the Latin words “de ciso” which means, “cutting
away” or to come to a conclusion

(a) Cutting away (b) Come to a conclusion

() Bothaandb (d) None

An extremely attractive secretary who is perceived by her male boss as being intelligent,

and a good performer, when, in fact, she is a poor typist, is an example of:
(a) Helllo effect (b) Pleasing effect
(¢) Halo effect (d) Charming effect

Case Sudy — Seasickness as Self-fulfilling Prophecy

irtually no one is immune to seasickness, especially those in the Navy who must

perform their jobs on rough seas. While there are drugs for the problem, some of

the side effects are the very symptoms that the drugs are intended to prevent:
drowsiness, blurred vision, and dryness of the mouth. Naval and aviation medicine
continue to try to solve the challenge of motion sickness.

The authors of one study devised an experiment to see whether self-fulfilling prophecy
could help. They assigned twenty-five naval cadets in the Israeli Defence Forces to
experimental and control conditions. Before their first cruise, the cadets in the experimental
group were told that they were unlikely to experience seasickness and that, if they did, it
was unlikely to affect their performance at sea. Cadets in the control group were told
about research on seasickness and its prevention. At the end of the five-day cruise, cadets
in the experimental group reported less seasickness and were rated as better performers
by their training officers. These cadets also had higher self-efficacy; that is, they believed
they could perform well at sea despite seasickness.

The pills and patches that physicians often prescribe for seasickness are unpleasant to the
point of deterring their use, are of short-term effectiveness, and have undesirable side
effects. Self-fulfilling prophecy has none of these problems, and it appears to work in
combating seasickness.

Questions:

1.  After analyzing the above case, what do you have to say about the pre conceived
notions of employees?

2. Do you think that the treatment by medical practitioners is correct to handle the
perceptual issues of naval merchants?

Sources: D. Eden and Y. Zuk, “Seasickness as a Self-Fulfilling Prophecy: Raising Self-efficacy to Boost
Performance at Sea, “Journal of Applied Psychology” 80 (1995) page 628-635.
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4.6 Summary Notes
° Perception is the primary vehicle through which we come to understand our surroundings
and ourselves.

° Perception can be defined as a process by which individuals organise and interpret their
sensory impressions in order to give meaning to their environment.

° Perception is the primary vehicle through which we come to understand our surroundings
and ourselves.

° Social perception is the process of interpreting information about another person.

° Social perception is directly concerned with how one individual perceives other individuals.
° The perceiver’s attitudes affect perception.

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

° It is a complex psychological process.

. It can be boiled down to four steps: observation, selection, organisation and interpretation
. The major characteristics of the perceiver influencing perception are:

- Attitudes
- Moods
B3 Motives

* Self-Concept

< Interest
* Cognitive Structure
< Expectations
. Attribution simply refers to how a person explains the cause of another’s or his or her own
behaviour.
. Decision-making is almost universally defined as choosing between alternatives.
° Decision-making is a critical activity in the lives of managers
4.7 Keywords

Extraversion (E): To focus on the outer world

Feeling (F): To first look at the people and special circumstances
Introversion (I): To focus on inner world

Intuition (N): To interpret and add meaning

Judging (J): To get things decided

Perceiving (P): To stay open to new information and options
Sensing (S): To focus on the basic information you take in

Thinking (T): To first look at logic and consistency
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4.8 Review Questions

W

. *® N o A e

11.

12.

13.

14.

15.
16.

17.
18.

19.

Define Perception.
How does selectivity affect perception?

What is attribution theory? What are its implications for explaining organisational
behaviour?

What factors do you think might create the fundamental attribution error?

What is Stereotyping?

What does stereotyping mean? Why is it considered to be a perceptual problem?

What is the optimizing decision-making model? Under what conditions is it applicable?
Explain the satisficing model. How widely applicable do you think this model is?
Define “Decision-making”.

Contrast the implicit favourite model to the satisficing model.

Explain the decision-making process in organisations.

What effect can the perceptual process have on organisational behaviour?

Mood happens to be a strong factor influencing our perception about somebody. Can we
come over it? If yes, how? If no, how do we ensure then that we do not end making wrong
perceptions about people?

Examine how the perceiver, who observes the target’s behaviour, infers the intentions of
the target.

Mlustrate though examples how the strength of the situational cues affects social perceptions.

Why would a boss reprimand some employees for doing something that — when done by
another employee goes unnoticed?

Suggest measures to correct the halo effect.

Is it the right approach to be judgemental about others at workplace? If not, what should
be the right approach?

What are your opinions about the Pygmalion effect? Is it beneficial or not for the
subordinates of a highly demanding boss?

Answers: Self Assessment

N g @

False 2. True

False 4. True

True 6. Perceptions
Perceptual Selection 8. (c)

(©) 10. (c)

©

TEERTHANKER MAHAVEER UNIVERSITY 90



Unit 4: Perception

4.9 Further Readings Notes
Books Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007
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Robbins S P, Timothy A. Judge & Sanghi Seema, Organisational Behaviour, Pearson
Education, New Delhi, 2009
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Objectives

After studying this unit, you will be able to:

° Define the term motivation

. Discuss Mc. Gregor's Theory X & Y of motivation

. State the relevance of Abraham Maslow's Need Hierarchy Theory

° Explain the concept of Herzberg's Two Factor Theory

Introduction

Motivation is the process of rousing and sustaining goal-directed behaviour. Motivation is one
of the more complex topics in organisational behaviour. Motivation comes from the Latin word
“movere” which means, “to move”. Because motivation is an internal force, we cannot measure
the motivation of others directly. Instead, we typically infer whether or not other individuals
are motivated by watching their behaviour. For example, we might conclude that our manager
Mr. Arun who works late every evening, goes to the office on weekends and incessantly reads
the latest management journals is highly motivated to do well. Conversely, we might suspect
that Mr. Manoj who is working in the accounts department is usually the first one to go out of the
door at quitting time, rarely puts in extra hours and generally spends little time reading up on
new developments in the field, is not very motivated to excel.

What makes people work? Why do some people perform better than others? Why does the same
person act differently at different times? Perhaps one of the biggest questions confronting
organisations today is the “people” question. A manager must stimulate people to action to
accomplish the desired goals; he must fuse the varied individual human capacities and powers
of the many people employed into a smoothly working team with high productivity. How do
we get people to perform at a higher than “normal” percent of their physical and mental
capacities and also maintain satisfaction? This is the challenge of motivation.
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5.1 What is Motivation?

Some of the widely quoted definitions are given below:

Gray Starke, “Motivation is the result of processes, internal or external to the individual, that
arouse enthusiasm and persistence to pursue a certain course of action.”

Stephen P Robbins, “We define motivation as the willingness to exert high levels of effort toward
organisational goals, conditioned by the effort’s ability to satisfy some individual needs.”

S. Zedeck and M. Blood, “Motivation is a predisposition to act in a specific goal-directed way.”

Atkinson J.W, “(Motivation is) the immediate influences on the direction, vigour and persistence
of action.”

S.W Gellerman, “(Motivation is) steering one’s actions toward certain goals and committing a
certain part of one’s energies to reach them.”

M.R. Jones, “(Motivation is) how behaviour gets started, is energized, is sustained, is directed, is
stopped and what kind of subjective reaction is present in the organism while all these are going
on.”

All these definitions contain three common aspects of the motivation process:

1.  What energizes human behaviour?
2. What directs or channels such behaviour?
3. How is this behaviour maintained or sustained?

Motivation has certain underlying properties:

1. Itis anindividual phenomenon — Each individual is unique, and this fact must be recognized
in motivation research.

2. Motivation is intentional - When an employee does something, it is because he or she has
chosen to do it.

3. Motivation has many facets — Researchers have analyzed various aspects of motivation,
including how it is aroused, how it is directed, what influences its persistence, and how it
is stopped.

4. The purpose of motivation theories is to predict behaviour — The distinction must be made

between motivation, behaviour and performance. Motivation is what causes behaviour; if
the behaviour is effective, high performance will result.

Motivation is the underlying process that initiates, directs and sustains behaviour in order to
satisfy physiological and psychological needs. At any given time, one might explain behaviour
as a combination of motives — needs or desires that energize and direct behaviour toward a goal.

AN\ l)
Did u know? The intensity of our motivation, which depends on the number and the strength

of the motives involved, has a bearing on the effort and the persistence with which we
pursue our goals.

Sometimes we pursue an activity as an end in itself simply because it is enjoyable, not because
any external reward is attached to it. This type of motivation is known as intrinsic motivation.
On the other hand, when we engage in activities not because they are enjoyable, but in order to
gain some external reward or to avoid some undesirable consequence, we are pulled by extrinsic
motivation. Table 5.1 gives examples of intrinsic and extrinsic motivation.
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Table 5.1: Intrinsic and Extrinsic Motivation

Description Examples
Intrinsic Anactivity is pursued asanend | A person anonymously donates a large sum of
Motivation | in itself because it is enjoyable | money to a university to fund a scholarship for
and rewarding. deserving students.
A child reads several books each week because
reading is fun.
Extrinsic An activity is pursued to gainan | A person agrees to donate a large sum of money
Motivation | oyternal reward or to avoid an | to auniversity for the construction of a building,
undesirable consequence. provided it will bear the family name.
A child reads two books each week to avoid
losing television privileges.

Source: Samuel E. Wood and Ellen Green Wood, “The World of Psychology”, Allyn and Bacon, Boston
(2nd Edition) 1996, page 36.

Self Assessment

State whether the following statements are true or false:

1.
2.

10.

Motivation is the process of rousing and sustaining goal-directed behaviour.

Motivation is the underlying process that initiates, directs and sustains behaviour in order
to satisfy physiological and psychological needs.

Sometimes we pursue an activity as an end in itself simply because it is enjoyable, not
because any external reward is attached to it. This type of motivation is known as intrinsic
motivation.

When we engage in activities not because they are enjoyable, but in order to gain some
external reward or to avoid some undesirable consequence, we are pulled by extrinsic
motivation.

According to Stephen P Robbins, “Motivation is the result of processes, internal or external
to the individual, that arouse enthusiasm and persistence to pursue a certain course of
action.”

According to Gray Starke, “We define motivation as the willingness to exert high levels of
effort toward organisational goals, conditioned by the effort’s ability to satisfy some
individual needs.”

According to S. Zedeck and M. Blood, “Motivation is a predisposition to act in a specific goal-
directed way.”

According to Atkinson |.W, “(Motivation is) the immediate influences on the direction,
vigour and persistence of action.”

According to S.W Gellerman, “(Motivation is) steering one’s actions toward certain goals
and committing a certain part of one’s energies to reach them.”

According to M.R. Jones, “(Motivation is) how behaviour gets started, is energized, is
sustained, is directed, is stopped and what kind of subjective reaction is present in the
organism while all these are going on.”
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5.2 Early Theories

The study of motivation can be traced back to the writings of the ancient Greek philosophers.
They presented hedonism as an explanation of human motivation. The concept of hedonism
says that a person seeks out comfort and pleasure and avoids discomfort and pain. Many centuries
later, hedonism was still a basic assumption in the prevailing economic and social philosophies
of economists like Adam Smith and J.S. Mill. They explained motivation in terms of people
trying to maximize pleasure and avoid pain.

Early psychological thought was also influenced by the idea of hedonism. Psychologists in the
1800s and even in the early 1900s assumed that humans consciously and rationally strive for (a
hedonistic approach to) pursuit of pleasure and avoidance of pain.

In organisations, one of the first individuals to address worker motivation explicitly was Fredrick
Taylor, who did so through his writings on scientific management between 1900 and 1915.
Because Taylor believed that people are motivated mainly by economic factors, he advocated a
wage incentive system to encourage workers to excel at doing the job exactly as specified by
management. However, the routine and specialized nature of the work, the tendency of managers
to reduce wage incentives as production rose, and worker concerns that higher production
would lead to job cutbacks led to worker resistance. Money, especially when it was curbed as
production rose, did not seem to have the desired effects.

The apparent limitations of money as the sole motivational tool piqued the curiosity of researchers
in the human relations school. On the basis of investigations such as, the Hawthorne studies,
these researchers argued for devoting greater attention to the social aspects of the job. According
to their prescription, managers should make workers feel important, increase vertical
communication, allow some decision making on very routine matters related to the job, and
pay greater attention to work group dynamics and group incentives. Still, like the scientific
management advocates, the human relations school emphasized gaining strict compliance with
managerial directives in carrying out extremely routine, specialized jobs. As a result, these
efforts met with only limited success in motivating workers” behaviour.

By demonstrating the inadequacy of viewing workers as robot-like appendages that can be
manipulated into compliance, these early efforts laid the groundwork for a more sophisticated
approach and a better understanding of the motivation process.

The 1950s were a fruitful period in the development of motivation concepts. Three specific
theories were formulated during this time, which, although heavily attacked and now
questionable in terms of validity, are probably still the best-known explanations for employee
motivation. These theories are:

5.2.1 McGregor’s Theory X & Y

McGregor proposed two alternative sets of assumptions about people at work, based upon
which set of needs were the active motivators. He labelled these sets of assumptions — one
basically negative as — Theory X and the other basically positive — as Theory Y. After viewing the
way in which managers dealt with employees, McGregor concluded that a manager’s view of
the nature of human beings is based on a certain grouping of assumptions and that he or she
tends to mould his or her behaviour toward subordinates according to these assumptions.
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Table 5.2: Lists the assumptions that McGregor makes about people,
resolving them in his now famous theory X and theory Y

Theory X Theory Y
e People are by nature indolent. That is, they work e People are not by nature passive or resistant to
as little as possible. organizational needs. They have become so as a

o People lack ambition, dislike responsibility, and result of experience in organizations.

prefer to be led. e The motivation, the potential for development, the
capacity for assuming responsibility, and the
readiness to direct behaviour toward organizational
goals are all present in people. Management does not
put them there. It is a responsibility of management
e DPeople are gullible and not very bright, the ready to make it possible for people to recognize and
dupes of the charlatan and the demagogue. develop these human characteristics for themselves.

e People are inherently self-centred and indifferent
to organizational needs.

e People are by nature resistant to change

e The essential task of management is to arrange
conditions and methods of operation so that people
can achieve their own goals best by directing their
own efforts toward organizational objectives.

Source: D.M. McGregor, “The Human Side of Enterprise”, Management Review, November 1957: Page
22-28, 88-92.

5.2.2 Abraham Maslow’s Need Hierarchy Theory

Abraham Maslow was a psychologist who proposed a theory of human motivation for
understanding behaviour based primarily upon a hierarchy of five need categories. He recognized
that there were factors other than one’s needs (for example, culture) that were determinants of
behaviour. However, he focused his theoretical attention on specifying people’s internal needs.
Maslow labelled the five hierarchical categories as physiological needs, safety and security
needs, love (social) needs, esteem needs and the need for self-actualization.

Figure 5.1: Maslow's Hierarchy of Needs

Need for self-

actualization,

need to realize one's
fullest potential

Esteem needs: Needs to achieve,
to gain competence, to gain
respect from others

Belonging and love needs-need to love and
be loved, need to affiliate with
others and be accepted

/ Safety Needs: Need for safety and security \

Physiological Needs: Need to satisfy the basic biological needs for food,
water, oxygen, sleep and elimination of bodily wastes

Humans have a variety of needs or motives. Clearly, some needs are more critical to sustaining
life than others. We could live without self-esteem, but obviously we could not live long without
air to breathe, water to drink, or food to eat.

Abraham Maslow (1970) proposed a ‘hierarchy of needs’ to account for the range of human
motivation. He placed physiological needs such as food and water at the base of the hierarchy,
stating that these needs must be adequately satisfied before higher ones can be considered.
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If our physiological needs (for water, food, sleep, sex and shelter) are adequately met, then the
motives at the next higher level (the safety and security needs) will come into play. When these
needs are satisfied, we climb another level to satisfy our needs to belong, and to love and be
loved. Maslow believed that failure to meet the belonging and love needs deprives individuals
of acceptance, affection and intimacy and is the most prominent factor in human adjustment
problems. Still higher in the hierarchy are the needs for self-esteem and the esteem of others.
These needs involve our sense of worth and competence, our need to achieve and be recognized
for it, and our need to be respected.

At the top of Maslow’s hierarchy is the need for self-actualization the need to actualize or realize
our full potential. People may reach self-actualization through achievement in virtually any
area of life’s work. But the surest path of self-actualization is one in which a person finds
significant and consistent ways to serve and contribute to the well being of humankind.

Maslow conceptually derived the five need categories from the early thoughts of William James
and John Dewey, coupled with the psychodynamic thinking of Sigmund Freud and Alfred
Adler. One distinguishing feature of Maslow’s need hierarchy is the following progression
hypothesis. Although some later research has challenged some of Maslow’s assumptions, the
theory insists that only ungratified needs motivate behaviour. Further, it is the lowest level of
ungratified needs that motivate behaviour. As a lower level of need is met, a person progresses
to the next higher level of need as a source of motivation. Hence, people progress up the
hierarchy as they successively gratify each level of need. Some possible work-related means of
fulfilling the various needs in the hierarchy are shown in Table 5.3 below:

Table 5.3: Maslow's Hierarchy of Needs and Potential
Means of Fulfillment at Work

Potential Means of Fulfilment at work

v

. Self-Actualization Needs [ Challenging projects, opportunities for innovation and creativity, training
g Esteem Needs Important projects, recognition, prestigious office location

5

é) Belongingness Needs Good co-workers, peers, superiors, customers

Fc; Safety Needs Job security; benefits, like life insurance; safety regulations

- Physiological Needs Basic pay, work space, heat, water, company cafeteria

Maslow recognized that a need might not have to be completely fulfilled before we start directing
out attention to the next level in the hierarchy. At the same time, he argued that once we have
essentially fulfilled a need, that need ceases to be a motivator and we begin to feel tension to
fulfil needs at the next level. While Maslow’s hierarchy has stimulated thinking about the
various needs that individuals have, it has some serious shortcomings. Research suggests that
needs may cluster into two or three categories rather than five. Also, the hierarchy of needs may
not be the same for everyone. For instance, entrepreneurs frequently pursue their dreams for
years despite the relative deprivation of lower level needs. Finally, individuals often seem to
work on satisfying several needs at once, even though some needs may be more important than
others at a given point of time.

PV

Tasks Discuss how will you motivate a colleague to increase his/her productivity at
workplace when he is bogged down by work-life balance?
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5.2.3 Herzberg Two Factor Theory

Fredrick Herzberg departed from the need hierarchy approach to motivation and examined the
experiences that satisfied or dissatisfied people’s needs at work. This need motivation theory
became known as the ‘two-factor theory’. Herzberg’s original study included 200 engineers and
accountants in Western Pennsylvania during the 1950s. Prior to that time, it was common for
those researching work motivation to view the concept of job satisfaction as one-dimensional,
that is, job satisfaction and job dissatisfaction were viewed as opposite ends of the same continuum.
This meant that something that caused job satisfaction, would cause job dissatisfaction if it were
removed; similarly, something that caused job dissatisfaction, if removed, would result in job
satisfaction. Based upon unstructured interviews with 200 engineers and accountants, Herzberg
concluded that this view of job satisfaction was incorrect, and that satisfaction and dissatisfaction
were actually conceptually different factors caused by different phenomena in the work
environment.

Hygiene Factors

In the concept developed by Frederick Herzberg, factors that do not motivate employees, but
are essential to maintain satisfaction. These include a satisfactory salary and related employee
benefits, considerate human relations skills, and satisfactory working conditions. The absence
of any of these hygiene factors will cause employee dissatisfaction. These are also called
maintenance factors.

Job dissatisfaction occurs when the hygiene factors are either not present or not sufficient. In the
original research, the hygiene factors were company policy and administration, technical
supervision, interpersonal relations with one's supervisor and working conditions, salary and
status. These factors relate to the context of the job and may be considered support factors. They
do not directly affect a person's motivation to work but influence the extent of the person's
discontent. These factors cannot stimulate psychological growth or human development.
Excellent hygiene factors result in employees' being not dissatisfied and contribute to the absence
of complaints about these contextual considerations.

Motivating Factors

These are the Motivators (e.g., challenging work, recognition, responsibility) that give positive
satisfaction, arising from intrinsic conditions of the job itself, such as recognition, achievement,
or personal growth,

According to Herzberg, building motivation factors into a job produces job satisfaction. This
process is known as job enrichment. In the original research, the motivation factors were
identified as responsibility, achievement, recognition, advancement and the work itself. These
factors relate to the content of the job and what the employee actually does on the job. When
these factors are present, they lead to superior performance and effort on the part of job
incumbents. Motivation factors lead to positive mental health and challenge people to grow,
contribute to the work environment, and invest themselves in the organization. The motivation
factors are the most important of the two sets of factors, because they directly affect a person's
motivational drive to do a good job. When they are absent, the person will be de-motivated to
perform well and achieve excellence.
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Comparison

Hygiene factors are the factors which should provide to any employee and they are the primary
ones in order to fulfill their needs. They are very necessary so that the employee is able to obtain
the other needs in his or her being. These are the factors which can be also regarded to as those
of physiological needs in Abraham Maslow's hierarchy of needs.

On the other hand, motivational factors are those factors which now follow after the hygiene
also called primary need factors are fulfilled. Someone is not able to meet his or her needs if at
all he or she was not able to meet the hygiene needs.

Therefore hygiene needs are referred to the primary factors in the other words while motivational
factors are those factors which need fulfillment of the hygiene factors so that they can exist.

These two views of job satisfaction are shown in Figure 5.2.

Figure 5.2: Contrasting Views of Satisfaction and Dissatisfaction

Traditional View

Satisfaction Dissatisfaction
Herzberg's View
Motivators
Satisfaction
No Satisfaction
Hygiene Factors
No dissatisfaction Dissatisfaction

Source: Stephen P Robbins “Organisation Behaviour — Concepts, Controversies, Applications” (Seventh
Edition) 1996 page 217.

Work conditions related to satisfaction of the need for psychological growth were labelled
motivation factors. Work conditions related to dissatisfaction caused by discomfort or pain was
labelled ‘hygiene factors’. Each set of factors related to one aspect of what Herzberg identified as
the human-being’s dual nature regarding the work environment. Thus, motivation factors relate
to job satisfaction, and hygiene factors relate to job dissatisfaction. These two independent
factors are depicted in Figure 5.3.
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Figure 5.3: Hygiene and Motivating Factors

Hygiene: Motivators
Job dissatisfaction Job satisfaction

Achievement

Recognition of achievement

Work itself

Responsibility

Advancement

Growth

Company policy and administration

Supervision

Interpersonal relations

Working Conditions

Salary*

Status

Security

*Because of its ubiquitous nature, salary commonly showed up as a motivator as well as hygiene.
Although primarily a hygiene factor, it also often takes on some of the properties of a motivator, with
dynamics similar to those of recognition for achievement.

Source: Frederick Herzberg, The Managerial Choice: To Be Efficient is to be Human - Salt Lake City:
Olympus, 1982.

Case Smdy  Employee Motivation

ohit Narang joined Apex Computers (Apex) in November after a successful stint at
Zen Computers (Zen), where he had worked as an assistant programmer. Rohit
felt that Apex offered better career prospects, as it was growing much faster than
Zen, which was a relatively small company. Although Rohit had enjoyed working there,
he realized that to grow further in his field, he would have to join a bigger company, and

Contd...
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preferably one that handled international projects. He was sure he would excel in his new
position at Apex, just as he had done in his old job at Zen. Rohit joined as a Senior
Programmer at Apex, with a handsome pay hike. Apex had international operations and
there was more than a slim chance that he would be sent to USA or the UK on a project.
Knowing that this would give him a lot of exposure, besides looking good on his resume,
Rohit was quite excited about his new job.

Rohit joined Aparna Mehta’s five-member team at Apex. He had met Aparna during the
orientation sessions, and was looking forward to working under her. His team members
seemed warm and friendly, and comfortable with their work. He introduced himself to
the team members and got to know more about each of them.

Wanting to know more about his boss, he casually asked Dipti, one of the team members,
about Aparna. Dipti said, “Aparna does not interfere with our work. In fact, you could
even say that she tries to ignore us as much as she can.”

Rohit was surprised by the comment but decided that Aparna was probably leaving them
alone to do their work without any guidance, in order to allow them to realize their full
potential.

At Zen, Rohit had worked under Suresh Reddy and had looked up to him as a guide and
mentor — always guiding, but never interfering. Suresh had let Rohit make his own mistakes
and learn from them. He had always encouraged individual ideas, and let the team discover
the flaws, if any, through discussion and experience.

He rarely held an individual member of his team responsible if the team as a whole failed
to deliver — for him the responsibility for any failure was collective. Rohit remembered
telling his colleagues at Zen that the ideal boss would be someone who did not interfere
with his/her subordinate’s work.

Rohit wanted to believe that Aparna too was the non-interfering type. If that was the case,
surely her non-interference would only help him to grow.

In his first week at work, Rohit found the atmosphere at the office a bit dull. However, he
was quite excited. His team had been assigned a new project and was facing a few glitches
with the new software. He had thought about the problem till late in the night and had
come up with several possible solutions.

He could not wait to discuss them with his team and Aparna. He smiled to himself when
he thought of how Aparna would react when he told her that he had come up with several
possible solutions to the problem. He was sure she would be happy with his having put in
so much effort into the project, right from day one.

He was daydreaming about all the praise that he was going to get when Aparna walked
into the office. Rohit waited for her to go into her cabin, and after five minutes, called her
up, asking to see her.

She asked him to come in after ten minutes. When he went in, she looked at him blankly
and asked, “Yes?” Not sure whether she had recognized him, Rohit introduced himself.
She said, “Ok, but why did you want to meet me?”

Rohit started to tell her about the problems they were having with the software. But
before he could even finish, she told him that she was busy with other things, and that she
would send an email with the solution to all the members of the team by the end of the
day, and that they could then implement it immediately.

Contd...
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Rohit was somewhat taken a back. However, ever the optimist, he thought that she had
perhaps already discussed the matter with the team.

Rohit came out of Aparna’s cabin and went straight to where his team members sat. He
thought it would still be nice to bounce ideas off them and also to see what solutions
others might come up with. He told them of all the solutions he had in mind.

He waited for the others to come up with their suggestions but not one of them spoke up.
He was surprised, and asked them point-blank why they were so disinterested.

Sanjay, one of the team members, said, “What is the point in our discussing these things?
Aparna is not going to have time to listen to us or discuss anything. She will just give us
the solution she thinks is best, and we will just do what she tells us to do; why waste
everyone’s time?”

Rohit felt his heart sink. Was this the way things worked over here? However, he refused
to lose heart and thought that maybe, he could change things a little.

But as the days went by, Rohit realized that Aparna was the complete opposite of his old
boss. While she was efficient at what she did and extremely intelligent, she had neither the
time nor the inclination to groom her subordinates.

Her solutions to problems were always correct, but she was not willing to discuss or
debate the merits of any other ideas that her team might have. She did not hold the team
down to their deadlines nor did she ever interfere.

In fact, she rarely said anything at all! If work did not get finished on time, she would just
blame her team, and totally disassociate herself from them.

Time and again, Rohit found himself thinking of Suresh, his old boss, and of how he had
been such a positive influence. Aparna, on the other hand, even without actively doing
anything, had managed to significantly lower his motivation levels.

Rohit gradually began to lose interest in his work - it had become too mechanical for his
taste. He didn’t really need to think; his boss had all the answers.

He was learning nothing new, and he felt his career was going nowhere. As he became
more and more discouraged, his performance suffered. From being someone with immense
promise and potential, Rohit was now in danger of becoming just another mediocre
techie.

Questions:

1. What, according to you, were the reasons for Rohit’s disillusionment? Answer the
question using Maslow’s Hierarchy of Needs or Expectancy Theory of Motivation.

2. How would you evaluate Aparna’s behaviour in terms of need for power, need for
achievement and theory X/Y?

3. What should Rohit do to resolve his situation? What can a team leader do to ensure
high levels of motivation among his/her team members?

Source: www.icmrindia.org
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Self Assessment

Fill in the blanks:

11.  According to .....ccccocoevunicunnes , people should be treated differently according to whether
they are motivated by lower-order or higher order needs.

12. Abraham Maslow was a psychologist who proposed a theory of ..............c.cceei. for
understanding behaviour based primarily upon a hierarchy of five need categories.

13.  Humans have a variety of needs or ........cccccccoeuruuece.

14, departed from the need hierarchy approach to motivation and examined
the experiences that satisfied or dissatisfied people’s needs at work.

5.3 Summary

° Motivation is the internal condition that activates behavior and gives it direction; energizes
and directs goal-oriented behavior.

° The challenge at work is to create an environment in which people are motivated about
work priorities.

° Too often, organisations fail to pay attention to the employee relations, communication,
recognition, and involvement issues that are most important to people.

° The first step in creating a motivating work environment is to stop taking actions that are
guaranteed to demotivate people.

° The next step is to identify and take the actions that will motivate people.
° There are various theories to motivate people at work places.
° A few techniques that can motivate people at work are making only the minimum number

of rules and policies needed to protect the organisation legally and create order in the
work place; publishing the rules and policies and educating all employees, developing
guidelines for supervisors and educating them about the fair and consistent application of
the few rules and policies, etc.

5.4 Keywords

Abraham Maslow: Abraham Maslow was a psychologist who proposed a theory of human
motivation for understanding behaviour based primarily upon a hierarchy of five need categories.

Hierarchical Categories: Maslow labelled the five hierarchical categories as physiological needs,
safety and security needs, love (social) needs, esteem needs and the need for self-actualization.

McGregor: According to McGregor, people should be treated differently according to whether
they are motivated by lower-order or higher order needs.

Motivation: Motivation is the process of rousing and sustaining goal-directed behaviour.

Theory X: Theory X assumptions are appropriate for employees motivated by lower-order
needs.

Theory Y: Theory Y assumptions, in contrast, are appropriate for employees motivated by
higher-order needs.
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Notes 5.5 Review Questions

1.  How would you motivate a colleague who is self demotivated and has a pessimistic
approach in general?

2. What would you suggest to motivate an employee of a hard task master who does not get
happy ever by even the best performances of their subordinates?

3. What should be done to motivate sub ordinates under a boss who humiliates publicly and
praises when alone?

4. How can such employees be motivated who worked day in and out to establish an
organisation when it was young? Now the organisation getting stronger, specialists are
hired at higher positions and paid higher salaries?

5. What should be done to motivate the employees who feel insecure due to their limited
abilities? These employees have been in organisation for a long time due to their
persistence and loyalty to the company.

6. Motivation is a predisposition to act in a specific goal oriented way. Comment.

7. What might be the technical reason behind a person agreeing to donate a large sum of
money to a university for the construction of a building, provided it will bear his family
name?

8. What would be the corresponding potential means of fulfillment at work when a person

is working at safety needs, belongingness needs and esteem needs respectively?

9. Which do you think to be more conducive for the development of your organisation-
Theory X or Theory Y and why?

10.  Under the motivation-hygiene theory, what would you categorise salary and interpersonal
relations as — as motivators or demotivators and why?

11.  What will happen if the hygiene factors are either not present or not sufficient in an
organisation? What should be done in such cases?

Answers: Self Assessment

1. True 2. True
3. True 4. True
5. False 6. False
7. True 8. True
9. True 10. True
11.  McGregor 12. Human motivation
13. Motives. 14. Fredrick Herzberg

TEERTHANKER MAHAVEER UNIVERSITY 104



Unit 5: Work Motivation

5.6 Further Readings Notes
Books Aquinas PG, Organisational Behavior, Excel Books.

Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007
Luthans F, Organisational Behaviour, McGraw Hill, New Delhi, 2007.

Robbins S P, Timothy A. Judge & Sanghi Seema, Organisational Behaviour, Pearson
Education, New Delhi, 2009

A
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Online links ~ www.pickthebrain.com

www.motivation-tools.com

www.accel-team.com
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Objectives

After studying this unit, you will be able to:

° List various contemporary theories of motivation

. Discuss McClellend’s 3 Needs Theory

. State the relevance of Goal setting theory

. Explain the concept of Equity theory and Expectancy theory

. Focus on Reinforcement theory
Introduction

The theories discussed in unit 5 are well known but have not held up well under close examination.
Therefore, a number of authorities on the subject have come up with their version of the theories
of motivation. These contemporary theories have one thing in common: each has a reasonable
degree of valid supporting documentation.

AAND
o

Did u know? These theories are called contemporary theories not necessarily because they
were developed recently, but because they represent the current state of the art in explaining
employee motivation.
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6.1 McClelland’s 3 Needs Theory

While the hierarchy of needs theory and ERG theory view certain needs as an inherent part of
our makeup, psychologist David C. McClelland offers a different perspective, ‘acquired-needs’
theory, which argues that our needs are acquired or learned on the basis of our life experience.
Although such needs tend to be a product of a variety of conditions to which we are exposed,
sometimes even a specific event can profoundly influence our desires.

In the late 1930s, Murray developed the Thematic Apperception Test (TAT). Twenty pictures
were shown to subjects who were asked to make up a dramatic story about each one. Based on
the results, Murray argued that about twenty basic human needs that motivated behaviour
could be identified. Beginning in the 1950s, for more than three decades, McClelland and his
associates researched three of these needs extensively—power, affiliation, and achievement. He
measures these needs using the Thematic Apperception Test (TAT), which involves having test
takers write stories about pictures that are purposely ambiguous. The stories are then scored
according to the achievement, affiliation and power themes that they contain, the assumption
being that individuals write about themes that are important to them. McClelland believes that
each person possesses all three needs, but people differ in the degree to which the various
motives dominate their behaviour. The motives are described as:

1. Need for power (nPow): The individual exhibiting this need as the dominant one derives
satisfaction from his or her ability to control others. Actual achievement of desired goals
is of secondary importance to the high nPow individual; instead the means by which goals
are achieved (the exercise of power) are of primary importance. Individuals with a high
nPow derive satisfaction from being in positions of influence and control. Organisations
that foster the power motive tend to attract individuals with a high need for power (for
example military organisation).

2. Need for affiliation (nAff): Individuals exhibiting this need as a dominant motive derive
satisfaction from social and interpersonal activities. There is a need to form strong
interpersonal ties and to “get close” to people psychologically. If asked to choose between
working at a task with those who are technically competent and those who are their
friends, high nAff individuals will chose their friends.

3. Need for achievement (nAch): Individuals high in nAch derive satisfaction from reaching
goals. The feeling of successful task accomplishment is important to the high achiever.
High achievers prefer immediate feedback on their performance and they generally
undertake tasks of moderate difficulty rather than those that are either very easy or very
difficult. They also prefer to work independently so that successful task performance (or
failure) can be related to their own efforts rather than the efforts of someone else.

2

Tasks Gather enough information about TAT.

McClelland has analyzed various needs in terms of their relationship to managerial effectiveness.
He originally thought that individuals with a high need for achievement would make the best
managers. His subsequent work suggests that, to the contrary, high-nAch individuals tend to
concentrate on their own individual achievements rather than on the development and
achievements of others. As a result, high-nAch individuals often make good entrepreneurs
because initial success frequently depends largely on individual achievement. They may not,
however, make good managers in situations that require working with a number of others and
waiting to learn the results of their efforts. Similarly, individuals with a personal-power
orientation run into difficulties as managers because they often attempt to use the efforts of
others for their own personal benefit.
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Notes McClelland’s work suggests that individuals with a high institutional-power need
make the best managers because they are oriented toward coordinating the efforts of
others to achieve long-term organisational goals. Thus, the need profile of successful
managers, at least in competitive environments, appear to include:

1. A moderate-to-high need for institutional power,

2. A moderate need for achievement to facilitate individual contributions early in
one’s career and a desire for the organisation to maintain a competitive edge as one
moves to higher levels, and

3. Atleast aminimum need for affiliation to provide sufficient sensitivity for influencing
others.

The most distinctive element of the achievement motivation theory is the claim by
McClelland that the need can be learned (or unlearned). McClelland has reported numerous
instances in which individuals with a low initial need to achieve were subjected to a series
of classroom experiences that resulted in an increased need to achieve. This type of training
exposes individuals to tasks involving the achievement of goals and gradually makes the
situations more challenging as the individuals increase their ability to handle the tasks.
Again, a development program may be undertaken to reduce the need to achieve, to bring
it more in line with the other two needs. So, while the need to achieve has received the
greatest publicity, McClelland’s theory is actually concerned with matching an individual’s
motivation patterns to the organisations in which he is working.

Self Assessment

Fill in the blanks:

R offers a different perspective, ‘acquired-needs’ theory, which argues that
our needs are acquired or learned on the basis of our life experience.

2. In the late 19308, ...c.cocoeeveeemreennee developed the Thematic Apperception Test (TAT).

3. McClelland has analyzed various needs in terms of their relationship to ........ccccccceeuuee.

6.2 Goal-setting Theory

Intentions to work toward a goal are a major source of work motivation. That is, goals tell an
employee what needs to be done and how much effort will need to be expended. While goal
setting was originally viewed as a technique, it is developing into a motivational theory as
researchers attempt to understand better the cognitive factors that influence success. Goal-setting
experts Edwin A Locke and Gary P Latham argue that goal setting works by directing attention
and action, mobilizing effort, increasing persistence, and encouraging the development of
strategies to achieve the goals. Feedback regarding results also is an essential element in
motivating through goal setting.

The success of goal setting in motivating performance depends on establishing goals that have
the appropriate attributes or characteristics. In particular goals should be specific and measurable,
challenging, attainable, relevant too the major work of the organisation, and time-limited in the
sense of having a defined period of time within which the goal must be accomplished.
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Specific hard goals produce a higher level of output than does the generalized goal of “do your
best”. The specificity of the goal itself acts as an internal stimulus. If factors like ability and
acceptance of the goal are held constant, we can also state that the more difficult the goal, the
higher the level of performance. However, it’s logical to assume that easier goals are more
likely to be accepted. But once an employee accepts a hard task, he or she will exert a high level
of effort until it is achieved, lowered or abandoned.

People will do better when they get feedback on how well they are progressing toward their
goals because feedback helps identify discrepancies between what they have done and what
they want to do; that is, feedback acts to guide behaviour.

Goal-setting theory presupposes that an individual is committed to the goal, that is, determined
not to lower or abandon the goal. This is most likely to occur when goals are made public, when
the individual has an internal locus of control, and when the goals are self-set rather than
assigned. Self-efficacy refers to an individual’s belief that he or she is capable of performing a
task. The higher your self-efficacy, the more confidence you have in your ability to succeed in a
task. So, in difficult situations, we find that people with low self-efficacy well try harder to
master the challenge.

Self Assessment

State whether the following statements are true or false:
4. Intentions to work toward a goal are a major source of work motivation.

5. The success of goal setting in motivating performance depends on establishing goals that
have the appropriate attributes or characteristics..

6.  Specific hard goals produce a higher level of output than does the generalized goal of “do
your best”.

7. The specificity of the goal itself acts as an external stimulus.
8. If factors like ability and acceptance of the goal are held constant, we can also state that the

more difficult the goal, the higher the level of performance.

6.3 Equity Theory

As the name implies, this motivation theory is based on the assumption that individuals are
motivated by their desire to be equitably treated in their work relationships. When employees
work for an organisation, they basically exchange their services for pay and other benefits. Equity
theory proposes that individuals attempt to reduce any inequity they may feel as a result of this
exchange relationship.

Adam’s Theory of Equity is one of the popular social exchange theories and is perhaps the most
rigorously development statement of how individuals evaluate social exchange relationships.
Basically, the theory points out that people are motivated to maintain fair relationships with
others and will try to rectify unfair relationships by making them fair. This theory is based on
two assumptions about human behaviour:

1. Individuals make contributions (inputs) for which they expect certain outcomes (rewards).
Inputs include such things as the person’s past training and experience, special knowledge,
personal characteristics, etc. Outcomes include pay recognition, promotion, prestige, fringe
benefits, etc.
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Notes 2. Individuals decide whether or not a particular exchange is satisfactory, by comparing
their inputs and outcomes to those of others in the form of a ratio. Equity exists when an
individual concludes that his/her own outcome/input ratio is equal to that of others.

The Figure 6.1 below shows the basic equity model.

Figure 6.1: The Basic Equity Model

Person Other
Inputs Comparison Inputs
Outcomes 4 > Outcomes

The motivational aspect of equity theory is based on its two major premises:
1. The theory argues that the perception of inequity creates a tension in us.

2. The tension motivates us to eliminate or reduce inequality. The greater the perceived
inequity, the stronger the tension and the greater our motivation to reduce it. When
attempting to reduce felt inequity, an individual is likely to try a number of alternatives,
some of which are:

(@) The person may increase or decrease inputs or outcomes relative to those of the
other;

(b) The person may subjectively distort perceptions of her own or the other’s inputs or
outcomes;

(©)  The person may change to a different comparison ‘other’;

(d) The person may leave the situation.
6.3.1 Adverse Effects of Inequity

Negative inequity occurs when outcomes are lesser for the same inputs or outcomes are same
for greater inputs, as compared to the colleague.

The effects of perceived inequities involving organizational rewards and favoritism on
salesperson work motivation and job satisfaction. A set of hypothesis is proposed on the bases
of inequity theory in sales management and organizational psychology. These hypothesis are
tested with data collected from a sales population. Findings indicate that salespersons' perceptions
of various inequities can produce strong negative influence on their motivation to perform and
on job satisfaction.

Following are the negative effects on the employee and in turn to organization future:

° One feels angry, may work less hard or ask for a raise, may try to convince oneself that
coworker deserve her outcomes, or may quit as soon as one can.

° People behave according to their perceptions. What a manager thinks is irrelevant to an
employee because the real issue is the way an employee perceives his or her situation.

° Rewards perceived as equitable should have positive results on job satisfaction and
performance; those rewards perceived as inequitable may create job dissatisfaction and
cause performance problems.
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Informed managers anticipate perceived negative inequities when especially visible rewards,
such as pay increases or promotions, are allocated.

6.3.2 Reducing or Eliminating Inequity

Although the specific actions an individual takes will depend on what appears to be feasible in
a given situation, Adam suggests that maintaining one’s self-esteem is an important priority. As
a result, an individual will probably first attempt to maximize outcomes and to personally
resist costly changes in inputs. Changing perceptions about the inputs and outcomes of others or
attempting to alter their side of the equation will usually be more palatable than cognitively
changing or actually altering one’s own side of the equation. Actions to leave the situation will
probably be taken only in cases of high inequity when the other alternatives are not feasible.
Finally, an individual will be highly resistant to changing the comparison others, especially if
the objects of comparison have stabilized over time.

Although Adam’s equity formulation considered one situation at a given point of time, recent
work on the theory also considers inequities that extend over a period of time. The addition of
the time perspective helps explain why people sometimes blow up over seemingly small
inequities. Residues from previous inequities may pile up until the small incident becomes the
“straw that broke the camel’s back”, and we react strongly.

6.4 Expectancy Theory

Whereas Adam’s theory of inequity focuses on a social process, Victor H Vroom's expectancy
theory of motivation focuses on personal perceptions. His theory is founded on the basic notions
that people desire certain outcomes of behaviour, which may be thought of as rewards or
consequences of behaviour, and that they believe there is a relationship between the efforts they
put forth, the performance they achieve, and the outcomes they receive. In its simplest form,
expectancy theory says that a person’s motivation to behave in a certain way is determined by

1. Outcomes the person sees as desirable, and
2. The person’s belief that these desired outcomes can be attained.
The key constructs in the expectancy theory of motivation are:

1. Valence: Valence is the value or importance one places on a particular reward. The valance
of an outcome is positive when the individual desires it and negative when he or she
wishes to avoid it; valances are therefore scaled over a wide range of positive and negative
values.

2. Expectancy: Expectancy is the belief that effort leads to performance, for example, “If I try
harder, I can do better”. Expectancy refers to the perceived relationship between a given
level of effort and a given level of performance. People attach various expectancies to an
outcome. Competent and secure individuals tend to perceive expectancy more positively
than incompetent and pessimistic individuals.

3. Instrumentality: Instrumentality is the belief that performance is related to the rewards.
For example, “If I perform better, I will get more pay”. Instrumentality ranges from — 1 to
+ 1 (belief that one desired outcome is attainable only without the other) through 0 (belief
that there is no relationship between the two outcomes) to + 1 (belief that the first outcome
is necessary and sufficient for the second outcome to occur)

A model for the expectancy theory notions of effort, performance and rewards is depicted in the
Figure 6.2.
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Figure 6.2: An Expectancy Model for Motivation
Effort p| Performance > Reward
7Y 7'y 7Y
Perceived Perceived . i
Effort-performance Performance Perceived Value

Probability Reward Probability of Rewards
"What are my chances "What are my chances "What rewards do
of getting the job done, of getting the rewards I value?”
if I put forth the necessary I value, if I satisfactorily
effort?’ Complete the job?

Source: Debra L Nelson and James Campbell Quick “Organisational Behavior - Foundations, Realities
and Challenges” (second edition) West Publishing Company Minneapolis (1997) Page 149.

A person’s motivation increases along with his or her belief that effort leads to performance and
that performance leads to rewards, assuming that person wants the rewards. This is the third key
idea within the expectancy theory of motivation. It is the idea that the valance, or value, that
people place on various rewards varies. One person prefers salary to benefits, whereas another
person prefers just the reverse. All people do not place the same value on each reward.

=/4|

Notes Motivational Problems

Motivational problems stem from three basic causes within the expectancy theory
framework. They are:

1. If the motivational problem is related to the person’s belief that effort will not result
in performance, the solution lies in altering this belief. The person can be shown
how an increase in effort or an alteration in the kind of effort put forth can be
converted into improved performance.

2. If the motivational problem is related to the person’s belief that performance will
not result in rewards, the solution lies in altering this belief. The person can be
shown how an increase in performance or a somewhat altered form of performance
will be converted into rewards.

3. If the motivational problem is related to the value the person places on, or the
preference the person has for certain rewards, the solution lies in influencing the
value placed on the rewards or altering the rewards themselves.

Self Assessment

State whether the following statements are true or false:
9. Adam’s theory of inequity focuses on a personal perceptions.

10. People desire certain outcomes of behaviour, which may be thought of as rewards or
consequences of behaviour, and that they believe.

11.  There is a relationship between the efforts they put forth, the performance they achieve,
and the outcomes they receive.
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6.5 Reinforcement Theory

Behavioral science is a very complex area itself. Therefore is not surprising that there are
numerous specialists within it. Each specialist is concerned with some aspect of interpersonal
relationships. Consequently with some aspect of interpersonal relationships. Consequently at
training they usually to not teach the same body of knowledge, rather than approach the matter
quite differently.

Several Behaviorists proposed different training techniques for human recourses development.
Disturbed by the assumptions of behaviorists concerning motivation. And yet retaining some
of their insights Luthans has proposed that the designates as organisation behavior modification.
The differences are described thus, a motivational approach to organisational approach to
organisational behavior infers that the practicing manager should attempt to define and
manipulate such vague internal sates as desire. Satisfaction and attitude. Under the Organisation
modification approach, the manager determines the organisational goals he wants participant
behavior to accomplish the organisation stimuli available to control the behavior and the types
and schedules of reinforcement that can be applied to the consequent behavior.

Behavior modification is also called as operate conditioning and positive reinforcement. It is
based on learning theory and directed towards changing individual behavior rather then that of
group of total organisation. The desired behavior of individual can be reinforced by incentives
such as money, social approval and responsibility. Thus the behavior of organisational participants
can be turned towards the results desired including efficient productive efforts. It has been
increasingly efficient productive efforts. It has been increasingly applied to a variety of
organisations including business firms.

6.5.1 Stages in Reinforcement

Reinforcement proceeds in three stages. First, the superior gives frequent positive reinforcement
based on feedback from subordinate’s performance, shaping their performance by constructive
suggestion is infrequent and the use of praise. In the second stage reinforcement is infrequent and
given at unpredictable times. Finally supervisory reinforcement is reduced greatly, allowing
task accomplishment to become the subordinates primary souses of reward. All this call for
training supervisors in reinforcement methods getting them to accept the psychology involved.
Stages that is ideal, that has proved difficult to reach in May eases.

Those methods have been extensively used in the Amery air freight corporation. Its programs
begin with a performance audit to measure the individuals current result. Work standards are
then adjusted established by the supervisors, Subordinates keep performance records which are
then scrutinized by their supervisors to recognize praise and reward goods results ant to criticize
poor results. The program met with the difficulty that the progress reports remained necessary
the envisaged natural reinforcement. The company has nevertheless deemed the program
successful.

6.5.2 Types of Reinforcement

In behaviour modification, four types of reinforcement are available to help managers influence
behaviour: positive reinforcement, negative reinforcement, extinction, and punishment. Skinner
argues that positive reinforcement and extinction encourage individual growth whereas negative
reinforcement and punishment are likely to foster immaturity in individuals and eventually
contaminate the entire organization. Various types of reinforcements are explained hereunder.

1. Positive Reinforcement: Positive reinforcement involves providing a pleasant, rewarding
consequence to encourage that behaviour. The rewarding consequence, such as praise, a
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Notes raise, or time off, is said to be a positive reinforcer if it leads to repetition of the desired
behaviour. Since individuals differ in regard to what they find pleasant and rewarding,
managers need to monitor the effects of a particular reinforcer to determine whether it is
effective in encouraging the desired behaviour. Because individuals frequently do not
execute a new behaviour exactly as required when they first try it, managers often find it
useful to encourage new behaviours through shaping. "Shaping" is the successive rewarding
of behaviours that closely approximates the desired response until the actual desired
response is made.

2. Negative Reinforcement: Negative reinforcement involves providing a noxious stimulus
so that an individual will engage in the desired behaviour in order to stop the noxious
(unpleasant) stimuli. With negative reinforcement, either the noxious stimulus is actually
present or the potential is high for the noxious stimuli to occur unless the individual
engages in the desired behaviour. Although the use of negative reinforcement may
encourage the desired behaviour, it has the disadvantage of possibly making the individual
feel negative toward the person providing the negative reinforcement. In such cases,
individuals may react by doing only what is required, declining to put in extra time when
it might be helpful, or even leaving the organization.

3. Extinction: Extinction involves withholding previously available positive consequences
associated with a behaviour in order to decrease that behaviour. Eliminating any
reinforcement that is maintaining behaviour is called extinction. When the behaviour is
not reinforced, it tends to be gradually extinguished. For example, Professors who wish to
discourage students from asking questions in class can eliminate this behaviour in their
students by ignoring those who raise their hands to ask questions. Hand rising will
become extinct when it is invariably met with an absence of reinforcement.

4. Punishment: Punishment is causing an unpleasant condition in an attempt to eliminate an
undesirable behaviour, for example, giving an employee a two-day suspension from
work without pay for coming to work in an inebriated condition. Punishment differs
from negative reinforcement in at least two ways.

i. Punishment aims to decrease or discourage an undesirable behaviour, whereas
negative reinforcement attempts to increase or encourage a desirable behaviour.

ii. Punishment is usually applied after the individual has engaged in an undesirable
behaviour, conversely, with negative reinforcement the noxious stimuli stops or is
avoided when the desirable behaviour occurs.

Both punishment and negative reinforcement constitute negative approach to affecting behaviour.
Arguments against the use of punishment are that it can have undesirable side effects (example:
negative feeling toward the punisher) and may eliminate the undesirable behaviour only as
long as the threat of punishment remains. Also, it does not provide a model of correct behaviour.
Still, punishment may be necessary under some circumstances, particularly if the undesirable
behaviour has a serious impact on the organization or endangers others.

Reinforcement theory ignores the inner state of the individual and concentrates solely on what
happens to a person when he or she takes some action. Because, it does not concern itself with
what initiates behaviour, it is not, strictly speaking, a theory of motivation. But it does provide
a powerful means of analysis of what controls behaviour, and it is for this reason that it is
typically considered in discussions of motivation. Reinforcement is undoubtedly an important
influence on behaviour, but few scholars are prepared to argue it is the only influence. The
behaviour you engage in at work and the amount of effort you allocate to each task are affected
by the consequences that follow from your behaviour. For example, if you are consistently
reprimanded for out producing your colleagues, you will likely reduce your productivity. But
your lower productivity may also be explained in terms of goals, inequity or expectancies
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Self Assessment

Fill in the blanks:

12.  Behavioral science is a Very ...........c...... area itself

13.  Reinforcement has played a central role in .........ccccceeueeee.

14. Reinforcement is the single most important principle of learning. Yet, there is much

.......................... over its theoretical explanation.

6.6 Application of Motivation Theory

Maslow’s Hierarchy of Needs

Abraham Maslow is a humanistic psychologist developed a theory of personality, which is
valuable in the field of employee motivation. Basically they believe humans strive for upper-
level capabilities such as creativity and highest level of consciousness.

In his view, humans have five needs and if one need is satisfied they go to the next and motivated

by unmet needs in stages. In an employee motivational perspective, applying this theory,
managers must identify the unmet needs of employees to motivate them. The five needs are,
physiological needs such as food, water shelter, clothing etc. They are the strongest needs
because if a person is deprived of all needs the psychological ones comes first in search of
satisfaction.

When psychological needs are satisfied for a person, the needs of safety become active. If the
psychological needs are satisfied it no longer affects the thoughts and behaviour of humans.
When the needs for safety and psychological needs are satisfied a person moves to the next need
of love, affection and belongingness.

When the first three needs are satisfied, then they move to the next level of needs for self-esteem
such as firmly based high-level self respect and respect from others. If these are satisfied, a
person feels self-confident and valuable. When the previous four needs are satisfied the person
moves to the highest need of self-actualization. That is the need, which is to do what ever the
person is born to do.

In Summary, Maslow’s Hierarchy of needs in the perspective of employee motivation is to
identify the satisfied needs and provide opportunities to meet the unmet needs to motivate the
employees. The major weaknesses of the need theory; is the non-recognition of individual
differences and ignoring other factors. For example the work itself can motivate employees.

Theory X and Theory Y

Theory X and Theory Y is about Human nature like the Maslow’s hierarchy of needs.

The Theory X assumes, humans are in average dislike work and avoid responsibility and must
be controlled and threatened to work hard. As well, it assumes people that they don’t like
responsibility and desires security above all. They must be directed so that they work towards
organisational goals.

These assumptions are at play behind most organisation, which pursues tight control, and
punishment or they prefer harmony at work and ignore more higher order needs as specified by
Maslow’s hierarchy of needs so that the employees behave as Theory X expected. Theory X must
be used very carefully in modern organisational environment because it may be
counterproductive and may reduce motivation of employees. Contrast to Theory X, Theory Y
assumes people use mental and physical effort in work as natural as play.
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Notes As well, it assumes that people will direct themselves if they are committed to the goals of the
organisation. Under proper conditions, average person not only accepts responsibility, but also
seeks responsibility. In addition, it assumes imagination, creativity; ingenuity can be used to
solve work problems by a large number of employees.

Theory Y also assumes, that in modern industrial life intellectual potential of average man is
partially utilized. In the context of employee motivation, if subordinates are not in agreement
with the manager of the desired results then the only way for the manager is to use his authority
to get the work done using the Theory X assumption. However, if the employees are emotionally
mature, agrees with desired results, work is sufficiently responsible and flexible and the employee
can see his position in the organisational hierarchy, then in these conditions participative
approach to problem solving leads to much improved results applying the Theory Y.

As well, in situations, where the employees agree and commit to the objectives of the
organisation, then explaining the matter fully to the employees the purpose of action and allow
them to self-direct them, they may use better methods and do a better work than simply carrying
out an order from the manager. Theory Y is more appropriate in this situation.

Herzberg's Motivation and Hygiene Theory

In this theory, there are two sets of needs. They are basic needs and motivational needs. The
basic needs can be working conditions, supervision, company policy and administration, salary
and interpersonal relationship. These needs if not met, then employees will be dissatisfied, but
not motivate them. That is, if the manager wants to stop the employees doing something, then
they must consider hygiene needs. However, if they want to get someone to do something, then
they must consider motivational needs. In this theory, the motivational needs are achievement
and recognition, work variety, responsibility and advancement.

Expectancy and Contingency Theories

According to expectancy theory, people behaviour at work and their goals are not simple. The
employee performance at work is based on individual factors such as personality, skill,
knowledge, experience, and abilities. The theory suggests even if the individuals have different
sets of goals, they can be motivated if they believe their effort leads to performance and
performance results in desirable reward.

As well, the reward satisfies an important need. Then the desire to satisfy the need is strong to
make the effort maximize benefits and minimize pain. In this context, the managers must
identify what an individual’s value is, such as money, promotion, time-off, benefits or satisfaction
rewards. They are called valence.

As well, employees have different expectations and confidence about what they are capable of
doing. In this respect, managers must identify what resources, training, and supervision
employee’s need. They are called expectancy. In addition, employees may perceive as whether
they will receive what they desire. In this regard management must ensure their promises of
rewards are fulfilled and that employees are aware of these rewards. The employee perception
of reward is called instrumentality. In this manner a manger can apply the expectancy theory to
motivate employees.

Contingency theories of employee motivation recognize leadership and its relevance in different
organisational situations and in the context of the profile of workers and type of jobs they do
and match the leadership to situation or change situation to leadership style to manage workers
and motivate them.
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In addition, contingency theories also recognizes the organisational structural issues, such as
centralization opposed to decentralization, span of control, delegation, levels of management,
decision-making process, which suits the external and internal environment and the static and
dynamic nature of the internal and external environment.

As well, the contingency theory considers organisational culture, individual differences, conflict
level and the recognition of these variables to motivate staff. That is, motivation of employees
must differ from one organisation to the next, depending on the nature of activities, profile of
human potential, personality, skill, knowledge, experience, organisational culture, technology,
nature of external and internal environment, planning horizons, individual differences, structure
of organisation, group behaviour and dynamics.

=
Tasks Discuss how will you motivate a colleague to increase his/her productivity at
workplace when he is bogged down by work-life balance.

Self Assessment

State whether the following statements are true or false:

15.  Abraham Maslow is a humanistic psychologist developed a theory of personality, which
is valuable in the field of employee motivation

16. Theory X and Theory Y is about Human nature like the Maslow’s hierarchy of needs.

17.  Contingency theories of employee motivation recognize leadership and its relevance in
different organisational situations.

6.7 Summary
° David C. McClelland offers a different perspective, ‘acquired-needs’ theory, which argues

that our needs are acquired or learned on the basis of our life experience.

° Although such needs tend to be a product of a variety of conditions to which we are
exposed, sometimes even a specific event can profoundly influence our desires.

. The individual exhibiting this need as the dominant one derives satisfaction from his or
her ability to control others.

. Actual achievement of desired goals is of secondary importance to the high nPow
individual; instead the means by which goals are achieved (the exercise of power) are of
primary importance.

. McClelland has analyzed various needs in terms of their relationship to managerial
effectiveness.
. Individuals with a personal-power orientation run into difficulties as managers because

they often attempt to use the efforts of others for their own personal benefit.
° Intentions to work toward a goal are a major source of work motivation.

. Specific hard goals produce a higher level of output than does the generalized goal of “do
your best”.

. Goal-setting theory presupposes that an individual is committed to the goal, that is,
determined not to lower or abandon the goal.
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Notes ° Adam’s Theory of Equity is one of the popular social exchange theories and is perhaps the
most rigorously development statement of how individuals evaluate social exchange

relationships.

° Reinforcement has played a central role in learning.

° Most learning experts agree that reinforcement is the single most important principle of
learning.

6.8 Keywords

Benevolent: These are people who are comfortable with an equity ratio less than that of his or
her comparison other.

Entitled: These are people who are comfortable with an equity ratio greater than their comparison
to the other.

Equity Sensitives: These are those people who prefer equity based on the originally formed
theory.

Equity Theory: Equity theory proposes that individuals attempt to reduce any inequity they
may feel as a result of this exchange relationship.

Extinction: Extinction involves withholding previously available positive consequences
associated with a behaviour in order to decrease that behaviour.

Negative Reinforcement: Negative reinforcement involves providing a noxious stimulus so that
an individual will engage in the desired behaviour in order to stop the noxious (unpleasant)
stimuli.

Positive Reinforcement: Positive reinforcement involves providing a pleasant, rewarding
consequence to encourage that behaviour.

Punishment: Punishment is causing an unpleasant condition in an attempt to eliminate an
undesirable behaviour.

Reinforcement: The attempt to develop or strengthen desirable behaviour by either bestowing
positive consequences or withholding negative consequences.

Victor H Vroom'’s Expectancy Theory of Motivation: This theory focuses on personal perceptions.
His theory is founded on the basic notions that people desire certain outcomes of behaviour,
which may be thought of as rewards or consequences of behaviour.

6.9 Review Questions

1.  What motivates professional employees?

2. What motivates temporary employees?

3. What is the role of money in motivation?

4.  How would a person who works for growth needs behave in an organisation and why?
5. Examine McClelland’s theory of needs.

Answers: Self Assessment

1.  David C. McClelland 2. Murray

3. Managerial effectiveness 4. True
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5. True 6.
7. False 8.
9. False 10.
11. True 12.
13. Learning 14.
15.  True 16.
17.  True

6.10 Further Readings

N

Books

N
v

Online links

True

True

True
Complex
Controversy

True

Aquinas PG, Organisational Behavior, Excel Books.

Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007.

Luthans F, Organisational Behaviour, McGraw Hill, New Delhi, 2007.

Robbins SP, Timothy A. Judge and Sanghi Seema, Organisational Behaviour, Pearson

Education, New Delhi, 2009

www.pickthebrain.com

www.motivation-tools.com

www.accel-team.com
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Objectives

After studying this unit, you will be able to:

° Define the term group

° Discuss various types of groups

° State the reasons for forming groups

° Explain the stages of group development
° Know about group decision-making
Introduction

Man is by nature a social animal. It is impossible for him to work in isolation of all the other
people around him. Moreover, in the world today, it has become almost imperative for a
professional to work in consonance with other professionals around.

Organisations are nothing but a group of many professionals working together to achieve a
common goal. Different departments comprise of smaller groups to work over a project/goal/
objective.

Thus it is quite obvious that the organisations are existent and successful only because of the
existence and success of the various task groups and project teams existing inside them.

We define “group” as more than two employees who have an ongoing relationship in which
they interact and influence one another’s behaviour and performance. The behaviour of
individuals in groups is something more than the sum total of each acting in his or her own way.
In other words, when individuals are in groups, they act differently than they do when they are
alone.
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7.1 Types of Groups

Groups can be either formal or informal.

1.

Formal Groups: A formal group is set up by the organisation to carry out work in support
of the organisation’s goals. In formal groups, the behaviours that one should engage in
are stipulated by — and directed toward — organisational goals. Examples include a book-
keeping department, an executive committee, and a product development team. Formal
groups may be command groups or task groups.

(@) Command Group: A command group consists of a manager and the employees who
report to him or her. Thus, it is defined in terms of the organisation’s hierarchy.
Membership in the group arises from each employee’s position on the organisational
chart.

(b)  Task Group: A task group is made up of employees who work together to complete
a particular task or project. A task group’s boundaries are not limited to its immediate
hierarchical superior.

It can cross command relationships. A employee’s membership in the group arises from
the responsibilities delegated to the employee — that is, the employee’s responsibility to
carry out particular activities. Task group may be temporary with an established life span,
or they may be open ended.

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

(a)  Friendship Groups: Groups often develop because the individual members have one
or more common characteristics. We call these formations ‘friendship groups’. Social
alliances, which frequently extend outside the work situation, can be based on similar
age, same political view, attended the same college, etc.

(b)  Interest Groups: People who may or may not be aligned into common command or
task groups may affiliate to attain a specific objective with which each is concerned.
This is an interest group.

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

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

PV

Tasks Evaluate the type of group you are at workplace most often. Did you have to be a
part of a group you did not want? What was the type of that group?

7.1.1 Reasons for Forming Groups

Formal and informal groups form in organisations for different reasons. Formal groups are
sometimes called official or assigned groups and informal groups may be called unofficial or
emergent groups. Organisations routinely form groups. If we assume management decisions
are rational, groups must benefit organisations in some way. Presumably, the use of groups can
contribute to achieving and maintaining a sustainable competitive advantage. Groups can do
this if they enable an organisation to fully tap the abilities and energy of its human resources.
Furthermore, with regard to informal groups, people form groups to meet their individual
needs.

—]]

Notes Why do People Join Groups?

1. Security: By joining a group, individuals can reduce the insecurity of standing alone.
People feel stronger, have fewer self-doubts, and are more resistant to threats when
they are part of a group.

2. Status: Inclusion in a group that is viewed as important by others provides
recognition and status for its members.

3. Self-esteem: Groups can provide people with feelings of self-worth. That is, in addition
to conveying status to those outside the group, membership can also give increased
feelings of worth to the group members themselves.

4. Affiliation: Groups can fulfil social needs. People enjoy the regular interaction that
comes with group membership. For many people, these on-the-job interactions are
their primary source for fulfilling their needs for affiliation.

5. Power: What cannot be achieved individually often becomes possible through group
action. There is power in numbers.

6.  Goal Achievement: There are times when it takes more than one person to accomplish
a particular task — there is a need to pool talents, knowledge, or power in order to
get a job completed. In such instances, management will rely on the use of a formal
group.

1. Performance: Group effort can be more efficient and effective than individual efforts

because they enable employees to specialize and contribute a variety of strengths.

Organisations structure employees into functional and task groups so that they can develop

and apply expertise in particular functions, products, problems or customers. The other

factor contributing to performance is motivation, and groups can enhance this as well.

When employees work in groups, the group is an important force for creating and enforcing

standards for behaviour.
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Cooperation: Carrying out an organisation’s mission is something no single person can
do alone. However, for several people to accomplish a mutual goal, they must cooperate.
Group dynamics and characteristics can enhance cooperation among employees, especially
when members identify themselves with — and as — a group and are rewarded for group
success.

Satisfaction: If satisfaction improves motivation (and therefore performance),
organisations as well as individual employees can benefit from employees’ satisfaction
derived from group membership. A major source of this satisfaction is that people have
needs for being with others and being liked by them. The way people satisfy this category
of needs is participating in groups focusing on social activity. Group membership may
also be a means for satisfying needs for security, power and esteem.

Self Assessment

State whether the following statements are true or false:

1.

L

Man is by nature a wild animal.
Organisations are group of professionals working apart to achieve different goals.
Different departments comprise of smaller groups to work over a project/goal/objective.

We define “group” as more than two employees who have an ongoing relationship in
which they interact and influence one another’s behaviour and performance.

People who may or may not be aligned into common command or task groups may
affiliate to attain a specific objective with which each is concerned. This is an interest

group.

7.2 Stages of Group Development

In interpreting behaviour of a particular group, it is important to recognize not only a broad
pattern of development but also the unique characteristics of the particular group and the
circumstances that contribute to (or detract from) its development. The way in which a particular
group develops, depends in part on such variables as the frequency with which group members
interact and personal characteristics of group members. However, it is generally believed that
groups pass through a standard sequence of five stages.

1.

Forming: When a group is initially formed, its members cannot accomplish much until
they agree on what their purpose is, how they will work together and so on. Answering
such questions brings group members face to face with the first obstacle to maturity:
uncertainty, anxiety, and disagreement over power and authority. In this stage, the focus
is on the interpersonal relations among the members. Members assess one another with
regard to trustworthiness, emotional comfort, and evaluative acceptance. Thus, the forming
stage is characterized by a great deal of uncertainty about the group’s purpose, structure
and leadership. Members are testing the waters to determine the type of behaviour that is
acceptable. This stage is complete when members have begun to think of themselves as
part of a group.

Storming: The storming stage is one of intergroup conflict. Members accept the existence
of the group, but resist the constraints the group imposes on individuality. Further, there
is conflict over who will control the group. After a group leader has emerged, the remaining
group members must sort out where they fit in the group. Even if all the group members
accept the leader, the group enters a phase of conflict and challenge. One or more followers
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Notes may test the leader. The group may split into factions supporting and opposing the leader.
If the group gets stuck in this phase of development, group members may engage in
battles over turf and expend their energies on a variety of political tactics. When this stage
is complete, a relatively clear hierarchy of leadership exists within the group.

3. Norming: In this stage, close relationships develop and the group demonstrates
cohesiveness. Entering and conducting the cohesion phase requires intervention by a
group member who is emotionally unaffected by power and authority issues. Typically,
such a person encourages group members to confront these issues openly. If the group
engages in this process, the cohesion phase usually passes quickly. Group members
recognize where they fit in, and the group agrees on how it will operate. A new leader
may emerge, or the existing leader may become more aware of how much others in the
group contribute. The norming stage is complete when the group structure solidifies and
the group has assimilated a common set of expectations of what defines correct member
behaviour.

4. Performing: The fourth stage is performing. The structure at this point is fully functional
and accepted. Group energy has moved from getting to know and understand each other
to performing the task at hand. Members’ attention is directed to self-motivation and the
motivation of other group members for task accomplishment. Some members focus on
the task function of initiating activity and ensure that the work of the group really gets
moving. Other members contribute to motivation and commitment within the group
through maintenance functions such as supporting, encouraging and recognizing the
contributions of members or through establishing the standards that the group may use in
evaluating its performance.

5. Adjourning: For permanent work groups, performing is the last stage in their development.
However for temporary groups, there is an adjourning stage. In this stage, the group
prepares for its disbandment. High task performance is no longer the group’s top priority.
Instead, attention is directed toward wrapping up activities.

Self Assessment

Fill in the blanks:

6. In behaviour of a particular group, it is important to recognize not only a
broad pattern of development but also the unique characteristics of the particular group
and the circumstances that contribute to (or detract from) its development.

7. The way in which a particular group develops, depends in part on such variables as the
frequency with which group members .........................

8. It is generally believed that groups pass through a standard sequence of .........................
stages.

7.3 Group Decision-making

The most common form of group decision-making takes place in face-to-face interacting groups.
Interacting groups often censor themselves and pressure individual members toward conformity
of opinion. Once a manager has determined that a group decision approach should be used, he
or she can determine the technique best suited to the decision situation. Some of the techniques
are summarized below:

1.  Brainstorming: Brainstorming is a good technique for generating alternatives. The idea
behind brainstorming is to generate as many ideas as possible, suspending evaluation
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until all of the ideas have been suggested. Participations are encouraged to build upon the
suggestions of others, and imagination is emphasized. Brainstorming is meant to overcome
pressures for conformity in the interacting group that retard the development of creative
alternatives. Groups that use brainstorming produce significantly more ideas than groups
that do not.

Nominal Group Technique (NGT): The nominal group technique restricts discussion or
interpersonal communication during the decision-making process, hence the term
‘nominal’. Group members are all physically present, as in a traditional committee meeting,
but members operate independently. NGT has the following discrete steps:

(@) Individuals silently list their ideas.

(b) Ideas are written on a chart one at a time until all ideas are listed.

(c)  Discussion is permitted, but only to clarify the ideas. No criticism is allowed.
(d) A vote is taken by ballot or other recordable means.

Delphi Technique: The Delphi technique originated at the Rand Corporation to gather the
judgements of experts for use in decision-making. The Delphi method is similar to the
nominal group technique except that it does not require the physical presence of the
group’s members. Experts at remote locations respond to a questionnaire. A co-ordinator
summarizes the responses to the questionnaire, and the summary is sent back to the
experts. The experts then rate the various alternatives generated, and the coordinator
tabulates the results. The following steps characterize the Delphi technique.

(@) The problem is identified and members are asked to provide potential solutions
through a series of carefully designed questionnaires.

(b) Each member anonymously and independently completes the questionnaire.

(¢)  Results of the questionnaire are compiled at a central location, transcribed, and
reproduced.

(d) Each member receives a copy of the results.
(e)  After viewing the results, members are again asked for their solutions.
The advantages of the Delphi Technique are:

(@) The Delphi technique is valuable in its ability to generate a number of independent
judgements without the requirement of a face-to-face meeting.

(b) The Delphi technique can be used for decision-making among geographically
scattered groups.

(©)  The cost of bringing experts together at a central location is avoided.
The disadvantages of the Delphi Technique are:

(@) The Delphi technique is extremely time consuming, it is frequently not applicable
where a speedy decision is necessary.

(b) The method may not develop the rich array of alternatives as the interacting of
nominal group technique does.

(c) Ideas that might surface from the heat of face-to-face interaction may never arise. On
the other, introspection in isolation may produce superior results.

Electronic Meetings: This method blends the nominal group technique with sophisticated
computer technology. Issues are presented to participants and they type their responses
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Notes onto their computer screen. Individual comments, as well as aggregate votes, are displayed
on a projection screen.

The advantages of electronic meetings are:

(a) Participants can anonymously type any message they want and it flashes on the
screen for all to see at the push of a key on a participant’s keyboard.

(b) It allows people to be brutally honest without incurring any penalty.

()  Itis fast because discussions don’t go off the point and many participants can “talk”
at once.

The disadvantages of electronic meetings are:

(@) Those who can type fast can outshine those who are verbally eloquent but poor
typists.
(b) Those with the best ideas don’t get credit for them; and

(¢)  The process lacks the information richness of face-to-face oral communication.
Self Assessment

State whether the following statements are true or false:

9. The most common form of group decision-making takes place in pace-to-pace interacting
groups.

10. Interacting groups often censor themselves and pressure individual members toward
conformity of opinion.

11.  Once a manager has determined that a group decision approach should be used, he or she
can determine the technique best suited to the decision situation.

12.  The idea behind brainstorming is to generate as many ideas as possible, suspending
evaluation until all of the ideas have been suggested.

13.  The Delphi technique restricts discussion on interpersonal communication during the
decision-making process.

14.  The Brainstorming technique originated at the Rand Corporation to gather the judgements
of experts for use in decision-making.

15.  Self-managed teams make many of the decisions that were once reserved for managers,
such as work scheduling, job assignments and staffing.

7.4 Summary

° If a group in which the individual is working, is conducive for work, the performance of
the individual will be similarly affected and vice versa.

° There are many reasons and methods for group formation but groups are mandatory for
one’s work.
° Man is by nature a social animal. It is impossible for him to work in isolation of all the

other people around him.

° In the world today, it has become almost imperative for a professional to work in consonance
with other professionals around.
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° Organisations are nothing but a group of many professionals working together to achieve
a common goal.

° Different departments comprise of smaller groups to work over a project/goal/objective.

° The behaviour of individuals in groups is something more than the sum total of each
acting in his or her own way.

° In other words, when individuals are in groups, they act differently than they do when
they are alone.

° A formal group is set up by the organisation to carry out work in support of the
organisation’s goals.

° Informal groups are alliances that are neither formally structured nor organisationally
determined.

° People who may or may not be aligned into common command or task groups may
affiliate to attain a specific objective with which each is concerned. This is an interest
group.

° Sometimes, people use a group as a basis for comparison in making decisions or forming

opinions. When a group is used in this wayj, it is a reference group

° When a person does belong to a group (formal and informal groups to which employees
actually belong) the group is called a membership group (or affiliation group)

° Groups pass through a standard sequence of five stages: Forming, Storming, Norming,
Performing and Adjourning.

7.5 Keywords

Formal Group: A formal group is set up by the organisation to carry out work in support of the
organisation's goals.

Group: The term "group" is defined as more than two employees who have an ongoing
relationship in which they interact and influence one another's behaviour and performance.

Informal Groups: Informal groups are alliances that are neither formally structured nor
organisationally determined.

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

Membership Group: When a person does belong to a group (formal and informal groups to
which employees actually belong) the group is called a membership group (or affiliation group).

Organisations: Organisations are nothing but a group of many professionals working together
to achieve a common goal.

Reference Group: Sometimes, people use a group as a basis for comparison in making decisions
or forming opinions. When a group is used in this way, it is a reference group.

7.6 Review Questions

1.  Define “group”. Explain the different types of groups.
2. Explain the reasons for forming groups.

3. Explain the different stages of group development.
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4. What problems have you faced while working in groups?

5. Why are statistics useful in explaining group behavior but not reliable for explaining or
predicting individual behavior?

6.  How can a group be successful even after having many people with leadership qualities?

7. According to you, which should be more productive and why — a command group or a
task group?

8. What do you think are more conducive to work — formal or informal groups, and why?
9. Examine various stages of group development.
10. What are the benefits that an organisation earns from the self managed groups? Can such

a group have limitations? If yes, what, and if no, why not?

Answers: Self Assessment

1. False 2. False
3. True 4. True
5. True 6. Interpreting
7. Interact 8. Five
9. False 10. True
11. True 12. True
13. False 14. False
15.  True
7.7 Further Readings
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Objectives

After studying this unit, you will be able to:

. Define the term role

° Discuss the meaning and types of norms

° State the relevance of status and size in group formation
° Explain the concept of cohesiveness,

. Know the Hawthorne Studies

Introduction

Groups in organisations are more than collections of individual employees. We can distinguish
effective groups in terms of role structures, norms, cohesiveness, leadership, status, tasks and
size. These characteristics act as a means of understanding why some groups perform better than

others.

8.1 Role

A role is a set of activities expected of a person occupying a particular position within the group.
It is a pattern of behaviour that is expected of an individual when he interacts with others. The
understanding of role behaviour would be dramatically simplified if each of us chose one role
and play it out regularly and constantly. However, Individuals play multiple roles while adjusting
their roles to the group in which they are. Different groups impose different role requirements

on individuals.
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Notes Characteristics of Roles

(i)  Roles are impersonal. It is the position that determines the expectations, not the individual.

(ii)  An organisational role is that set of expected behaviours applicable to a particular position
vis-a-vis a particular job.

(iii) It is fairly difficult to pin down roles in exact terms. It is the most complex organised
response pattern the human being is capable of undertaking.

(iv) Roles are learned quickly and can result in major changes in behaviour.

Role Identity: Role identity is certain attitudes and behaviour consistent with a role. People
have the ability to shift roles rapidly when they recognize that the situation and its demands
clearly require major changes. For example, when a worker who holds a position in a workers’
union is promoted as supervisor, his attitude will change from pro-union to pro-management.

Role Perception: Role perception is an individual’s view of how he or she is supposed to act in
a given situation. Based on an interpretation of how we believe we are supposed to behave, we
engage in certain types of behaviour.

Role Expectations: Role expectations are defined as how others believe you should act in a given
situation. How you behave is determined to a large extent by the role, defined in the context
within which you are operating.

Role Conflict: Role conflict is a situation in which an individual is confronted by divergent role
expectations. Role conflict, like other forms of conflict, can be a major source of stress. Excessive
stress can cause problems for individual employees and for the organisations that employ them.

Each person in a group has a role, or a pattern of expected behaviours associated with a certain
position in the group. Each group member’s role is a part of the group’s overall role structure,
that is, the set of roles and relationships among roles that has been defined and accepted by
group members. Roles develop through a combination of group processes and individual
processes.

a.  Group members have an expected role for each individual. In formal groups, the
organisation has expectations of what employees in each position should do.

b.  Though verbal and behavioural messages, group members communicate their expectations:
A sent role. For expected roles in formal groups, the organisation often spells out its
expectations in job descriptions.

c The individual group member’s perceptions of these communication results in a perceived
role.
d.  The group member’s response, acting out (or not acting out) the perceived role is the

enacted role. The way the role is enacted influences the group’s future role expectations.

AN\ l?
9y

Did u know? A group is most likely to be effective if its members understand and accept
roles that are consistent with high performance.

Self Assessment

State whether the following statements are true or false:

1.  Arole is a set of activities expected of a person occupying a particular position within the
group.
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2. Role is a pattern of behaviour that is expected of an individual when he interacts with
others.
3. The understanding of role behaviour would be dramatically simplified if each of us chose

one role and play it out regularly and constantly.

4.  Individuals play multiple roles while adjusting their roles to the group in which they are.

5. Different groups impose different role requirements on individuals.

6.  Roles are impersonal means the position that determines the expectations, not the
individual.

7. Role conflict is certain attitudes and behaviour consistent with a role.

8. Role expectations is an individual’s view of how he or she is supposed to act in a given
situation.

9. Role perception are defined as how others believe you should act in a given situation.

10.  Roleidentity is a situation in which an individual is confronted by divergent role expectations.
8.2 Norms

Norms are shared ways of looking at the world. Groups control members through the use of
norms. A norm is a rule of conduct that has been established by group members to maintain
consistency in behaviour. Norms tell members what they ought and ought not to do under
certain circumstances. From an individual’s standpoint, they tell what is expected of him in
certain situations. Norms differ among groups, communities, and societies, but they all have
norms.

According to Hackman, norms have five characteristics:

(i) Norms summarize and simplify group influence processes. They resolve impersonal
differences in a group and ensure uniformity of action.

(ii) Norms apply only to behaviour — not to private thoughts and feelings.

(iii) Norms are usually developed gradually, but the process can be shortened if members so
desire.

(iv) Not all norms apply to everyone. High status members often enjoy more freedom to
deviate from the “letter of the law” than do other members.

Types of Norms

A work group’s norms are unique to each work group. Yet there are some common classes of
norms that appear in most work groups:

(i)  Performance-related processes: Work groups typically provide their members with explicit
cues on how hard they should work, how to get the job done, their level of output, etc.
These norms deal with performance-related processes and have an extremely powerful
effect on an individual employee’s performance.

(ii)  Appearance Factors: Some organisations have formal dress codes. However, even in their
absence, norms frequently develop to dictate the kind of clothing that should be worn to
work.

(iii) Allocation of Resources: These norms cover pay, assignment of difficult jobs, and allocation
of new tools and equipment.
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Notes (iv) Informal Social Arrangement: These norms can originate in the group or in the
organisation and cover pay, assignment of difficult jobs, and allocation of new tools and
equipment.

Factors Influencing Conformance to Norms

As amember of a group, you desire acceptance by the group. Because of your desire for acceptance,
you are susceptible to conforming to the group’s norms. There is considerable evidence to show
that groups can exert strong pressures on individual members to change their attitudes and
behaviours to conform to the group’s standard. However, conformity to norms is not automatic,
it depends on the following factors:

i Personality Factors: Research on personality factors suggests that the more intelligent
are less likely to conform than the less intelligent. Again, in unusual situations where
decisions must be taken based on items that are not very clear, there is a greater tendency
to conform to the group’s norms. Under conditions of crisis, conformity to group norms is
highly probable, e.g., in wartime.

ii.  Situational Factors: Group size, communication patterns, degree of group unanimity,
etc., are the situational factors influencing the conformity to norms.

iii.  Intragroup Relationships: A group that is seen as being credible will evoke more compliance
than a group that is not.

iv.  Compatible Goals: When individual goals coincide with group goals, people are more
willing to adhere to group norms.

The standards that a work group uses to evaluate the behaviour of its members are its norms of
behaviour. These norms may be written or unwritten, verbalized or not verbalized, implicit or
explicit. They pertain to that individual members of the group should do, or they may specify
what members of a group should not do. Norms may exist in any aspect of work group life. They
may evolve informally or unconsciously within a group, or they may arise in response to
challenges.

Norms reflect the culture of the particular group, so they vary from one group to another. When
the group’s norms are consistent with the organisation’s goals, they can contribute to
organisational effectiveness. The degree to which norms have an impact depends on the extent
to which group members comply with them and the group’s enforcement of them.

—]]

Notes Individual Adjustment

The degree to which group members accept norms is called individual adjustment. The
impact of individual adjustment on the group depends on whether norms are pivotal or
peripheral. Pivotal norms define behaviour that is absolutely required for continued
membership in the group. Peripheral norms define behaviour that is desirable — but not
essential — for continued group membership. Combining these types of norms with the
choice of whether or not to accept them, results in four possible levels of individual
adjustment:

(i)  Acceptance of both kinds of norms is “conformity” to the group.
(i) Rejection of both kinds of norms results in “open revolution”.
(iii) Accepting only pivotal norms amounts to “creative individualism”.

(iv) Accepting only peripheral norms amounts to “subversive rebellion”.
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Enforcement of Norms: To function effectively, groups enforce their norms in various ways:
(i)  The group may increase communication with a non-conforming member.

(ii)  If that does not work, the group may ignore the non-conforming member and exclude
him or her from activities.

(iii) In extreme cases, group members may resort to physical coercion or expulsion.

Self Assessment

Fill in the blanks:

11 e are shared ways of looking at the world.

12. A work group’s norms are ...........ccecuuee to each work group.

13.  Norms may be ......ccccceccuuee. (<) SR

14. Norms reflect the .........c............ of the particular group, so they vary from one group to
another.

8.3 Status

Status is a socially defined position or rank given to groups or group members by others.
Individual group members are also distinguished by the amount of status they have within the
group — that is, the degree of worth and respect they are accorded by group members. Status is
an important factor in understanding human behaviour because it is a significant motivator and
has major behavioural consequences when individuals perceive a disparity between what they
believe their status to be and what others perceive it to be.

Formal Status: Status may be formally imposed by organisations through position and titles.
We are all familiar with the trappings of high organisational status — large offices with impressive
views, fancy titles, high pay, etc.

Informal Status: Status may be informally acquired by such characteristics as education, age,
gender, skill and experience. Anything can have status value if others in the group evaluate it as
status conferring.

Status is an important characteristic of groups because it affects group structure and dynamics.
Status figures in the allocation of roles among group members. In general, high-status group
members get high status roles such as group leader or expert, whereas low-status group members
get low-status roles. Further more, group members tend to pay more attention to input from
high-status group members, including their contributions to group decisions.

Status is the degree of worth and respect that other members of the group accord individual
group members. Status may arise from the person’s job or behaviour in the group. Often, a
group member’s status is linked to the person’s position in the organisation. Someone near the
top of the organisation’s hierarchy has a higher status. Status may also be based on age, gender,
educational qualifications, seniority, race or other characteristics.

The status of group members can enhance effectiveness if the high-status members have the
most to contribute to the group’s objectives. However, if status causes a person to have influence
beyond his or her ability to contribute to group goals, the group’s effectiveness will suffer.
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Notes

Status Effects
1. On Norms and Counformity:
i High-status members are less restrained by norms and pressure to conform

ii.  Some level of deviance is allowed to high-status members so long as it doesn’t affect
group goal achievement

2. On Group Interaction:

i. High-status members are more assertive

ii.  Large status differences limit diversity of ideas and creativity
On Equity

If status is perceived to be inequitable, it will result in various forms of corrective behavior
Self Assessment

State whether the following statements are true or false:

15.  Status is a legally defined position or rank given to groups or group members by others.
16.  Status may be informally imposed by organisations through position and titles.

17.  Status may be formally acquired by such characteristics as education, age, gender, skill

and experience.

8.4 Size and Composition

The size of a group can have profound implications on how the group behaves internally and
with regard to other groups. It is an important factor determining the number of interactions of
individuals in a group. In a small group, face-to-face interaction is quite easy and uncomplicated.
Members can easily communicate with other group members. Research evidence confirms the
fact that small groups are effective. On the other hand, in large groups, members have a better
chance of finding people they like to work with. The potential for greater variety of talents is
also greater. But the disadvantages of size more than offset its advantages. Larger groups,
therefore, apart from being relatively less manageable, offer greater opportunities for differences
between — and among — individuals.

Related Issues

Social Loafing

1.  The tendency for individuals to expend less effort when working collectively than when
working individually

2. Ringelmann’s Rope Pull (Greater levels of productivity but with diminishing returns as
group size increases)

3. Caused by either equity concerns or a diffusion of responsibility (free riders)
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Managerial Implications

1.  Build in individual accountability

2. Prevent social loafing by:
i. Set group goals
ii.  Increase intergroup competition
iii.  Use peer evaluation

iv.  Distribute group rewards based on individual effort

—]]

Notes Composition

Most group activities require a variety of skills and knowledge. Given this requirement,
it would be reasonable to conclude that heterogeneous groups would be more likely to
have diverse abilities and information and should be more effective. When a group is
heterogeneous in terms of gender, personalities, opinions, abilities, skills and perspectives,
there is an increased probability that the group will possess the needed characteristics to
complete its tasks effectively. The group may be more conflict laden and less expedient as
diverse positions are introduced and assimilated, but the evidence generally supports the
conclusion that heterogeneous groups perform more effectively than do those that are
homogeneous.

Self Assessment

Fill in the blank:

18. The e, of a group can have profound implications on how the group behaves
internally and with regard to other groups.

8.5 Cohesiveness

It is the Degree to which group members are attracted to each other and are motivated to stay in
the group.

The commitment of members to a group and the strength of their desire to remain in the group
constitutes a group’s cohesiveness. Group cohesion is the “interpersonal glue” that makes the
members of a group stick together. Group cohesion can enhance job satisfaction for members
and improve organisational productivity. Highly cohesive groups at work may not have many
interpersonal exchanges away from the workplace. However, they are able to control and
manage their membership better than work groups low in cohesion. This is due to the strong
motivation in highly cohesive groups to maintain good, close relationships with other members.

Factors Affecting Cohesiveness: Individuals tend to consider a group attractive if it meets the
following conditions:

1. The group’s goals are clear and compatible with members’ goals.

2. The group has a charismatic leader.

3. The group has a reputation for successfully accomplishing its task.

4. The group is small enough that members can air their opinions and have them evaluated.
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Notes 5. The members support one another and help each other overcome barriers to growth and
development.

Furthermore, cohesiveness may be easier to establish in a group whose membership is
homogeneous. Groups also tend to be highly cohesive when they perceive a threat that gives
group members a “common enemy”.

Managerial Implication-To increase cohesiveness:
1.  Make the group smaller.

Encourage agreement with group goals.
Increase time members spend together.
Increase group status and admission difficulty.
Stimulate competition with other groups.

Give rewards to the group, not to individuals.

N o g ok w0

Physically isolate the group.

2

Tasks “Group cohesion is the “interpersonal glue.” Comment.

Self Assessment

State whether the following statements are true or false:

19.  Cohesiveness is the Degree to which group members are attracted to each other and are
motivated to stay in the group.

20. Cohesiveness may be easier to establish in a group whose membership is homogeneous.

8.6 Hawthorne Studies

The Hawthorne Studies took place at a the Hawthorne works electric plant (outside Chicago).
The “Hawthorne Effect” describes the effects that observing, surveying, and showing an interest
in workers and the workplace have on the performance of the workers and their productivity.
The human relations movement refers to the approach to management and worker productivity
that takes into account a person’s motivation, satisfaction, and relationship with others in the
workplace. Prior to the human relations movement, Scientific Management, dominated most
approaches to managing employees. Frederick Taylor, who died in 1915, did not live to see the
employee motivation studies that were conducted at Western Electric’s Hawthorne plant, near
Chicago, Illinois, from 1927 to 1932. However, the founder of the scientific school of management
would have no doubt been interested in the results. The Hawthorne studies undercut a core
pillar of Taylorism—the notion that workers were motivated purely by economic gain.

Researchers from Western Electric and Harvard University led the Hawthorne studies. (General
Electric originally contributed funding, but they withdrew after the first trial was completed.)
The studies were intended to examine the influence of environmental variables on a group of
production workers. The group of workers was divided into two subgroups: a test group, which
would undergo environmental changes, and a control group. The members of the control group
would work under normal, constant environment conditions.
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The researchers began by manipulating the lighting of the test group. When lighting for the test
group was increased, their productivity increased—but the productivity of the control group
increased, as well. This result was somewhat unexpected, since the lighting at the workstations
of the control group had not been altered.

The researchers then decreased the lighting at the test group’s workstations. Surprisingly, both
the test group and the control group continued to improve their productivity. There were no
decreases in productivity until the light was reduced to the point where the workers could
barely see. The researchers concluded that light did not have a significant impact on the
motivation of production workers. This led General Electric, a light bulb manufacturer, to
withdraw their funding.

The next experiment utilized a mainstay of scientific management: incentive-based, piecework
system. The researchers expected, according to the conventional wisdom of the day, that this
would inspire the employees to dramatically increase their pace. However, rather than working
as fast as they could individually, the workers calibrated themselves as a group. Employees who
worked more slowly than average were derided as “chiselers.” Employees who attempted to
work faster than the group were called “rate busters.” In other words, any significant deviation
from the collectively imposed norm was punished.

These results were, of course, a major blow to the position of scientific management, which held
that employees were only motivated by individual economic interest. The Hawthorne studies
drew attention to the social needs as an additional source of motivation. Taylor’s emphasis on
economic incentives was not wholly discredited, but economic incentives were now viewed as
one factor—not the sole factor—to which employees responded.

—]]

Notes Group Norms and the Hawthorne Studies

A series of studies undertaken by Elton Mayo at Western Electric Company’s Hawthorne
Works in Chicago between 1924 and 1932

Research Conclusions:
- Worker behavior and sentiments were closely related.
- Group influences (norms) were significant in affecting individual behavior.

- Group standards (norms) were highly effective in establishing individual worker
output.

- Money was less a factor in determining worker output than were group standards,
sentiments, and security

Self Assessment

Fill in the blanks:
21. The Hawthorne Studies took place at a the Hawthorne works ............c........... plant.

22.  When lighting for the test group was increased, their productivity increased—but the
productivity of the .......ccccccee... increased, as well.
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Notes

Case Study Bloom or Bust

gardens of the New England spring Flower Show, sponsored by the Massachusetts

Horticultural Society. It would make sense that the venerable genteel organisation
that runs an event so uplifting to weary spirits must itself be as serene and everlasting as
a perennial garden.

I :Very March, thousands of snow-sodden New Englanders stroll through the lush

It isn’t. During the two years director John Peterson has been at the organisation, 18 of 22
staff positions have turned over. Three directors of education have been replaced, and
prominent board members have resigned. Peterson denies that the departures have any
thing to do with his management style. Instead, he says, “We’ve been muscle-building.
Capability-building. Cleaning up operations. Changing the way we do business.” Former
employee and board members disagree. One claims, “John Peterson ... is an impossible
person to work for if you want to achieve success in any category at all”.

What does this have to do with groups? Quite a bit, when you consider the power of
informal groups that tend to form around controversial managers and the issues in which
they embroil themselves. In the case of the Horticultural Society, there are two main
formal groups: paid staff and the board of trustees. With those formal groups — and across
their boundaries — informal groups have sprung up to solidify factions against each other.

Although Peterson sees nothing wrong with his management style, some members of the
trustee executive committee hired Marvin Snyder, a management consultant, to evaluate
the situation. Board Chairman Walter Pile claims that Peterson subsequently changed his
style. But several paid employees were fired as well. And not everyone on the board
agreed with Snyder’s, Pile’s or Peterson’s decisions. The rift between groups deepened.

While management problems continue to boil, the Hort (as it’s called locally) is looking
for a location on which to build a new botanical garden. Informal groups have taken sides
on that as well. Some board members want to develop a garden in downtown Boston,
maintaining a strong inner-city presence. Others are eyeing locations in a posh suburb,
claiming that the upscale address will draw more potential members.

In addition, Chairman Pile has pushed to diversify Hort membership as well as the range
of focus of the board itself. His detractors, of course, disagree — vehemently. “They’re
completely focused on change and the future,” complains one critic. “They forgot who's
made the organisation what it is.”

All of this infighting has led to deep divisiveness within the organisation. Although the
individual groups may be highly cohesive, they do not seem to benefit the organisation as
a whole; in fact, they may be weakening it. It is true that non-profit organisations such as
the Hort have three main formal groups that sometimes may have different points of
view: paid staff, volunteers (such as the board), and members (or donors). But the informal
groups that emerge from these can better strengthen the organisation if they try to
co-operate rather than act at cross-purposes. Says board member John Furlong, coordinator
of Radcliff Seminars Graduate Program in Landscape Design: “All of us, with all our goals
and interests, have got to act like trustees and get involved. This is a wake-up call to the
trustees.”

Contd...
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Questions Notes

1.  What steps might director John Peterson take to improve his relationship with the
informal groups at the Horticultural Society?

2. What steps might the board of trustees take to heal some of the organisational
wounds caused by informal group infighting?

3. How might a better communications network and better development of roles (of
board members and paid staff) help improve productivity at the Horticultural
Society?

Source: F. Shipper and C.C Manz, “Employee self-management without formally designated teams: An
alternative road to Empowerment”, Organisational Dynamics, 20 (winter 1992) PAGE 58-60.

8.7 Summary
° Groups in organisations are more than collections of individual employees.
° We can distinguish effective groups in terms of role structures, norms, cohesiveness,

leadership, status, tasks and size.

° A role is a set of activities expected of a person occupying a particular position within the
group.

° It is a pattern of behaviour that is expected of an individual when he interacts with others.

° Individuals play multiple roles while adjusting their roles to the group in which they are.

° Role identity is certain attitudes and behaviour consistent with a role.

° Role perception is an individual’s view of how he or she is supposed to act in a given
situation.

° Expectations are defined as how others believe you should act in a given situation.

° Role conflict is a situation in which an individual is confronted by divergent role
expectations.

° Group member’s role is a part of the group’s overall role structure, that is, the set of roles

and relationships among roles that has been defined and accepted by group members.

° Norms are shared ways of looking at the world. Groups control members through the use
of norms.
° A norm is a rule of conduct that has been established by group members to maintain

consistency in behaviour.

° Status is a socially defined position or rank given to groups or group members by others.

. Status is an important characteristic of groups because it affects group structure and
dynamics.

. The size of a group can have profound implications on how the group behaves internally

and with regard to other groups.

. When a group is heterogeneous in terms of gender, personalities, opinions, abilities,
skills and perspectives, there is an increased probability that the group will possess the
needed characteristics to complete its tasks effectively.

. The commitment of members to a group and the strength of their desire to remain in the
group constitutes a group’s cohesiveness.
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Notes ° The “Hawthorne Effect” describes the effects that observing, surveying, and showing an
interest in workers and the workplace have on the performance of the workers and their
productivity.

8.8 Keywords

Expectations: Expectations are defined as how others believe you should act in a given situation.

Group Member’s Role: Group member’s role is a part of the group’s overall role structure, that is,
the set of roles and relationships among roles that has been defined and accepted by group
members.

Hawthorne Effect: The “Hawthorne Effect” describes the effects that observing, surveying, and
showing an interest in workers & the workplace have on the performance of the workers and
their productivity.

Norm: A norm is a rule of conduct that has been established by group members to maintain
consistency in behaviour.

Role: A role is a set of activities expected of a person occupying a particular position within the
group.

Role Conflict: Role conflict is a situation in which an individual is confronted by divergent role
expectations.

Role Identity: Role identity is certain attitudes and behaviour consistent with a role.

Role Perception: Role perception is an individual’s view of how he or she is supposed to act in
a given situation.

Status: Status is a socially defined position or rank given to groups or group members by
others.

8.9 Review Questions

1.  Discuss the characteristics of groups.

2. Describe the four characteristics of mature groups.

3. Define norms. Explain the reasons why groups should enforce norms.

4. What is “cohesiveness”? Explain the factors affecting cohesiveness.

5. How is cohesiveness related to performance? What implications does this relationship

have for improving performance in organisation?
Explain the external conditions imposed on groups.
Are groups better than individuals in solving organisational problems?

Define ‘Roles’. Explain its characteristics.

. ® N o

Explain the seven techniques for Group Decision-making.

10.  Discuss the different obstacles to group productivity.

11.  When does understanding of role behaviour would be dramatically simplified.
12.  Differentiate between role identity and role perception.

13.  Differentiate between role expectation and role conflict.
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14.
15.
16.
17.
18.
19.
20.

Define the term norms. Write their characteristics?

What are the different types of norms known to you?
Discuss Factors Influencing Conformance to Norms.

What is Individual Adjustment concept?

What is the difference between formal and informal status?
What is the role of group cohesion?

Discuss Hawthorne studies” main points.

Answers: Self Assessment

1. True 2. True
3. True 4. True
5. True 6. True
7. False 8. False
9. False 10. False
11.  Norms 12. Unique
13.  Written, unwritten 14. Culture
15. False 16. False
17.  False 18. Size
19. True 20. True
21.  Electric 22. Control group
8.10 Further Readings
N
Books Aquinas PG, Organisational Behavior, Excel Books.

i

Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007.
Luthans F, Organisational Behaviour, McGraw Hill, New Delhi, 2007.

Robbins SP, Timothy A. Judge and Sanghi Seema, Organisational Behaviour, Pearson
Education, New Delhi, 2009.

Online links ~ ww .ingentaconnect.com

mymbaclasses.blogspot.co

TEERTHANKER MAHAVEER UNIVERSITY

Notes

141



Pretty Bhalla, Lovely Professional University

Notes Unit 9: Understanding Teamwork

CONTENTS

Objectives

Introduction

9.1  Types of Teams

9.2 Creating Effective Teams

9.3  Turning Individuals into Team Players

9.4 Role of Emotional Intelligence in Team Work
9.5 Summary

9.6 Keywords

9.7 Review Questions

9.8  Further Readings

Objectives

After studying this unit you will be able to:

° Define the term team

° Discuss various types of teams

° State how to create effective teams

° Explain the way of turning individuals into team players
° Realize the role of emotional intelligence in team work
Introduction

A team is a relatively permanent work group whose members must coordinate their activities
to achieve one or more common objectives. The objectives might include advising others in the
organisation, producing goods or services, and carrying out a project. Because achievement of
the team’s objectives requires coordination, team members depend on one another and must
interact regularly. A work team generates positive synergy through coordinated effort. Their
individual efforts result in a level of performance that is greater than the sum of those individual
inputs. Teams have far-reaching impact in today’s workplace. They have become an essential
part of the way business is being done.

Teams imply a high degree of coordination among their members, along with a shared belief
that winning (achieving team goals) is not only desirable but the very reason for the team’s
existence. Any team is therefore a group, but unfortunately, not all groups have the high degree
of interdependence and commitment to success that we traditionally associate with the concept
of a team. Although the desire to achieve high levels of commitment and co-ordination is
common among organisations using teamwork, the nature of specific teams varies considerably.

AN\ l?
o

Did u know? Two major dimensions along which teams differ are differentiation of team
roles and integration into the organisation.
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Differentiation: is the extent to which team members are specialized relative to others in
the organisation.

Integration: is the degree to which the team must coordinate with managers, employees,
suppliers and customers outside the team.

9.1 Types of Teams

Based on their objectives, teams may be classified as problem-solving teams, self-managed
teams and cross-functional teams:

1.

Problem-solving Teams: Problem-solving teams consist of groups of 5-10 employees from
the same department, who meet for a few hours each week to discuss ways of improving
quality, efficiency and the work environment. These members share ideas or offer
suggestions on how work processes and methods can be improved. Problem-solving
teams meet regularly to discuss their quality problems, investigate causes of problems,
recommend solutions and take corrective actions.

Self-managed Work Teams: A self-managed team includes collective control over the pace
of work, determination of work assignments, organisation of breaks, and collective choice
of inspection procedures. Fully self-managed work teams even select their own members
and have the members evaluate each other’s performance. As a result, supervisory positions
take on decreased importance and may even be eliminated. These teams do their own
scheduling, rotate jobs on their own, establish production targets, set pay scales that are
linked to skills, fire co-workers and do the hiring. Self Managed work teams are compared
with conventional work groups in Table 9.1.

Table 9.1: Self-directed Work Teams Compared with

Conventional Work Groups

Issues Conventional group Self-directed team
Job Categories | Many narrow categories. One or two broad categories.
Authority Supervisor directly controls daily activities. | Through group decisions, team controls

daily activities.

Reward System [ Tied to type of job, individual performance, | Tied to team performance and individual

and seniority. breadth of skills.

Source: Jack D. Orshurn, Linda Moran, Ed. Musselwhite and John H Zenger, “Self-directed work teams:
The New American Challenge”. Burr Ridge, IL: Irwin (1990) page 11.

3.

Cross-functional Teams: Cross-functional teams are made up of employees from about
the same hierarchical level, but from different work areas, who come together to accomplish
a task. Cross-functional teams are an effective way to allow people from diverse areas
within an organisation (or even between organisations) to exchange information, develop
new ideas, solve problems and coordinate complex projects. These teams are not easy to
manage. Their early stages of development are often very time consuming as members
learn to work with diversity and complexity. It takes time to build trust and teamwork,
especially among people from different backgrounds, with different experiences and
perspectives. There are two types of cross-functional teams. They are:

(a)  Task force — is nothing more than a temporary cross-functional team.

(b)  Committees — composed of groups made up of members from across departmental
lines.
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Self Assessment

Fill in the blanks:

1.

A team is a relatively .......ccccoeeunnee work group whose members must coordinate their

activities to achieve one or more common objectives.

A work team generates ..........c.ccccuvienee through coordinated effort.
Individual efforts resultina ...........cccoccuuenee. that is greater than the sum of those individual
inputs.

Team is a group, but unfortunately, not all groups have the high degree of .......................

and commitment to success that we traditionally associate with the concept of a team

Case Smdy — Asha-Kiran Hospital

sha-Kiran Hospital was the only hospital in a small rural town of Manipal and

employed 150 persons, 75 of whom were nurses and Auxiliary Nurse Mid-Wife

(ANMs). A Nursing Superintendent, who, in turn was assisted by five head nurses
in various specialities, managed the nursing department of the hospital. Each of the head
nurses supervised from 10 to 15 nurses and ANMs. The Head Nurses were responsible for
supervising their staff, shift scheduling, maintenance of supplies, training new employees
and completing necessary hospital reports. Head nurses were usually the most senior
nurse in their groups and had considerable experience in their areas of speciality.

One of the head nurses, Miss Silvia, got married and resigned. The Nursing Superintendent
was faced with the problem of selecting a replacement. Because of various specializations,
it was decided that the new head nurse should come from that group rather than be
transferred from another area. There were ten nurses in the group and their seniority
ranged from six months to seven years. Miss Veena, with seniority of five years, was well
known as the informal leader of the group. She had served as spokesperson for the group
on several occasions in the past, and the other nurses tended to follow her advice in most
matters. Everyone agreed she exerted considerable influence within the group.

Questions
1.  Make a case for selecting Miss Veena as the new head nurse.
2. Make a case for not selecting Miss Veena as the new head nurse.

9.2 Creating Effective Teams

The four possible combination — high or low differentiation plus high or low integration — are
associated with creation of effective teams.

1.

L

Advice/Involvement,
Production/Service,
Project/Development, and

Action/Negotiation.
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Advice and Involvement: An advice/involvement team is a team formed to generate
input from a broad base of employees. They are low in differentiation. Team members
meet only long enough to generate ideas or develop proposals. The work group takes on
problem solving as one of its daily activities. Because this team has a limited scope of
control, the use of teamwork has essentially no impact on the organisation’s management
structure. Advice/involvement teams the routinely handle quality issues are often called
quality circles. Such teams typically meet about an hour each week to generate ideas for
improving quality in a given area.

Production and Service: Production/service teams, are charged with the activities related
to producing and selling goods and services. Production/service teams, draw their
membership from a broad base and often are formed as a way to empower first-line
employees. They are low on differentiation and high in integration. They must co-ordinate
their work extensively with suppliers, customers, and other groups in the organisation.

Project and Development: A project/development team is charged with planning,
investigating, analyzing and reporting, often with the objective of creating outputs that
are complex and unique. Project/development teams are highly differentiated because
they require employees with expertise in particular areas. They tend not to be highly
integrated because team members generally face internal deadlines, and coordination is
primarily among group members.

Action and Negotiation: Action/negotiation team are usually comprised mainly of experts
with specialized skills. Owing to their expertise, the team is highly differentiated; it is also
highly integrated with the organisation. It must closely coordinate its efforts with the
work of support personnel or with other action/negotiation teams.

Self Assessment

State whether the following statements are true or false:

5.

9.

10.

Based on their objectives, teams may be classified as problem-solving teams, self-managed
teams and cross-functional teams.

Problem-solving teams consist of groups of 5-10 employees from the same department,
who meet for a few hours each week to discuss ways of improving quality, efficiency and
the work environment.

A self-managed team includes collective control over the pace of work, determination of
work assignments, organisation of breaks, and collective choice of inspection procedures.

Cross-functional teams are made up of employees from about the same hierarchical level,
but from different work areas, who come together to accomplish a task

Task force is nothing more than a temporary cross-functional team.

Committees composed of groups made up of members from across departmental lines

9.3 Turning Individuals into Team Players

People do not always respond the way it should be. Sometimes they get frustrated with other

team members or with my leadership. Leaders who understand this process can coach and guide

a team and minimize frustration.
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Notes The following options summarizes on how managers can turn individuals into team players:

1. Selection: Our selection criteria focuses more of the technical qualifications of a candidate
and not much efforts is put into taking a background check to ensuring that the candidate
is a team player. There is a general assumption that once a person has been hired they will
automatically get along with colleagues/fit in.

This misconception later on leads to unnecessary interruptions and various visits to the
HR office for this issue or the other later resulting in the person quitting the job or being
fired taking us back to where we started from, recruiting once again. The manager has
various ways to dealing with such individualistic persons either to take them to a
department that does not require team work (this is rare) or taking the person through
training.

2. Training: In today’s individualistic society training opens a door on where one can get to
unlearn the individual mindset and embraces team work. Training specialist have been
known to conduct sessions that allow employees to experience the satisfaction that
teamwork provides. One of the most effective tools of modern team building is the
recreation weekends which give employees time to interact away from the office.

3. Rewards: Rewards system over time has been focused on individual accomplishments
therefore pushing employees to strive for the ultimate price being offered. Without
sidelining the individual achievements/efforts organisations can introduce rewards that
are focused on encouraging/strengthening team work/spirit. Examples of this would
include having various departments in the company rewarded for best team work.

Rewards for persons who have been mindful of their colleagues would also be introduced;
these recognitions can go along way in motivating team work

Another effective way to transition individuals into team players is to spend some money on a
formal and fun teambuilding event. This will help individuals understand why it’s so important
to work as a team towards a common goal than as an individual with individual goals.

The Team Development Process comes out of social science theory. After years of studying the
way teams work, sociologists recognized emerging patterns. These patterns became the crux of
team theory. Now we know that all teams go through certain stages of development. We also
know that within those stages there are certain things that team members can do and certain
things that they are not yet ready to do.

Consider your team as a new baby. You wouldn’t ask your new baby to tell you when he is
hungry or to let you know when he has to go to the bathroom. Managers make the mistake of
asking more of teams than they are ready to give. Similarly, team members ask more of
themselves than they are ready to give. Awareness of the Team Development Process can
minimize frustration and failure and maximize growth and high achievement.

Self Assessment

Fill in the blanks:

11, AN e, team is a team formed to generate input from a broad base of

12, teams, are charged with the activities related to producing and selling
goods and services.

130 A team is charged with planning, investigating, analyzing and reporting,
often with the objective of creating outputs that are complex and unique.

T4, e team are usually comprised mainly of experts with specialized skills.
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15.  One effective way to transition individuals into team players is to spend some money on
a formal and ...

16. The Team Development Process comes out Of ........cccccoeeuviciniunnnnn. theory.

PV

Tasks What options do managers have to turn individuals into Team Players? Discuss
each.

9.4 Role of Emotional Intelligence in Team Work

The concept of emotional intelligence and its impact on teamwork is relatively new. Emotions
can play on the effectiveness and success of the team should be the aim of each team member. A
positive emotional climate should be developed so that all energies can be focussed on the
attainment of mutual goals including the success of the project.

More and more organisations are realizing that hard skills testing and personality assessments
are just not cutting it as tools to use in selecting new hires. As companies begin to realize the
importance of social skills like the ability to collaborate and work with a team, they are now
looking for those “emotional intelligence” qualities not only in new candidates but in existing
staff as well. Emotional intelligence in team building is an absolute must to get the most out of
any group of people and here are 7 reasons why.

1. Self Awareness: It is exceptionally difficult to understand the emotions and motivations of
others if you don’t know yourself first. Persons with a high emotional intelligence can
quickly identify their emotions which is the first step in being able to control or manage
them. Self awareness is the basic building block of emotional intelligence.

2. Self control: Being able to recognize your emotion is one thing but being able to control
those emotions, particularly in stressful conditions is quite another. The person with a
developed EI understands why they feel like they do which gives them an opportunity to
examine the emotion rationally and control it.

3. Innate motivational tendencies: Motivation is a key to team momentum and every member
plays a role in providing that motivation. Developed EI manifests itself as positive attitude,
persistence and a natural support for others. In short it is infectious and others will follow
the lead.

4. Empathy: The person with high emotional intelligence has the ability to understand the
emotions in another and empathize with them. They understand people of all walks of life
and the impact that different cultures have on decision making processes. Understanding
these differences allows the person to accept diversity and not have it serve as a barrier to
working together effectively.

5. Highly developed social skills: Essential to team members is a high sense of social skills.
Being able to resolve conflicts in a mutually acceptable way is critical to the overall
success of the team. Well developed social skills can strongly contribute to collaboration
and cooperation which in turn will drive productivity.

6. Social interdependence: When a team is created it will create an environment of social
interdependence and that can be a good thing or bad depending on how it is managed. If
the team leader explains that the group will focus on team goals and requires the input of
all team members to be successful, the result is a greater effort to collaborate. However if
the team is set up as competitors i.e., “the first one to sell 100 widgets gets a big bonus”
then you have a team that consists of individuals with individual goals.
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EI and team work: Positive and effective relationships between team members have been
demonstrated to be the superior emotional setting to drive results. Members who share a
bond both professionally and personally will work harder to achieve success for those for
the group than a team where those relationships have not been developed. Developing
emotional intelligence through exercises and training can greatly improve the odds of
effective team performance.

The participants have held positions ranging from the executive level to administrative staff.

Despite the fact that the challenges and pressures they face at the various organisational levels
are quite different, the one common factor they share is “how they feel” or the emotions they

experience.

When people become empowered through enhancing their EI skills, they become more internally
self-managed and capable of making their greatest contributions. And the organisation ultimately
benefits when its employees work in that zone of peak performance.

Self Assessment

State whether the following statements are true or false:

17.  Emotions cannot play on the effectiveness and success of the team should not be the aim of
each team.

18. A negative emotional climate should be developed so that all energies can be focussed on
the attainment of mutual goals including the success of the project.

19. Members who share a bond both professionally and personally will work harder to
achieve success for those for the group than a team where those relationships have not
been developed.

20. Developing emotional intelligence through exercises and training can greatly improve
the odds of effective team performance.

=74|

Notes A True Story

This true story about two team leaders who had a long history of antagonism and
unwillingness to work together provides evidence of the power of developing EI skills.
Joe and Dan (not their real names) had not supported each other and their respective teams
for 17 years. As a result of EI training, Joe and Dan learned how to transform their negative
emotions toward each other into more positive emotions and productive behaviors.

After the training, they talked to each other in the hallway and then started listening and
talking to each other on a regular basis. During the second coaching a couple of weeks
after the training, each one of them, independently, told me that for the first time ever
they were inviting the other’s staff to their staff meetings as a means to improve
communication and work jointly in addressing problems occurring in their departments.
By promoting team-to-team coordination, they were able to eliminate the “silo” mentality.
They also created a positive trickle-down effect on everyone in the entire organisation
(about 5000 employees). Of significance is the fact that this change happened within a few
days after each had mastered simple EI techniques.

And this example is not unusual. EI training program participants have reported
improvements ranging from 15% to 35% increased teamwork, 20% to 35% increase in

Contd...
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personal productivity, 20% to 40% reduction in worry and stress, and similar improvements
in management of personal motivation, emotional reactiveness, work/life balance,
creativity and more. These improvements represent a positive return on investment for
the organisation.

9.5 Summary

° A team is a relatively permanent work group whose members must co-ordinate their
activities to achieve one or more common objectives.

° The objectives might include advising others in the organisation, producing goods or
services, and carrying out a project.

° Because achievement of the team’s objectives requires co-ordination, team members depend
on one another and must interact regularly.

° A work team generates positive synergy through co-ordinated effort.

° Individual efforts result in a level of performance that is greater than the sum of those
individual inputs.

° When a team is created it will create an environment of social interdependence and that
can be a good thing or bad depending on how it is managed.

° Teams have far-reaching impact in today’s workplace.
° They have become an essential part of the way business is being done.
° Team skills and group membership form a very important component of the attributes

required for success in work place.

° Teams guarantee good productivity.

9.6 Keywords

Differentiation: It is the extent to which team members are specialized relative to others in the
organisation.

Integration: It is the degree to which the team must co-ordinate with managers, employees,
suppliers and customers outside the team.

Problem Solving Team: Problem-solving teams meet for a few hours each week to discuss ways
of improving quality, efficiency and the work environment.

Project/development Team: A project/development team is charged with planning, investigating,
analyzing and reporting, often with the objective of creating outputs that are complex and
unique

Self Managed Team: A self-managed team includes collective control over the pace of work,
determination of work assignments, organisation of breaks, and collective choice of inspection
procedures.

Team: A team is a relatively permanent work group whose members must coordinate their
activities to achieve one or more common objectives.

9.7 Review Questions

1.  What has been the greatest performance of a team that you have been a part of? What do
you think has been the reason for that?
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Have you ever come across cross functional teams? What was the biggest problem that the

team had?

How do you think the brainstorming exercise to be beneficial for the teams working on

specific projects? Have you ever been a part of such session? What were your learnings?

What do you think are the benefits that a team can earn from the nominal group technique?

Why are the quality circles often generated from the bottom up? How are better/worse

than the quality teams?

Answers: Self Assessment

v N g @

11.
13.
15.
17.
19.

Permanent 2.
Level of performance 4.
True 6.
True 8.
True 10.
Advice/involvement 12.
Project/development 14.
Fun teambuilding event 16.
False 18.
True 20.

9.8 Further Readings

N

Books

i

Positive synergy
Interdependence
True

True

True
Production/service
Action/negotiation
Social science

False

True

Aquinas PG, Organisational Behavior, Excel Books.

Ashwathappa K, Organisation Behaviour, Himalaya Publishers, New Delhi, 2007.

Luthans F, Organisational Behaviour, McGraw Hill, New Delhi, 2007.

Robbins SP, Timothy A. Judge and Sanghi Seema, Organisational Behaviour, Pearson

Education, New Delhi, 2009.

Online links ~ www.ingentaconnect.com

mymbaclasses.blogspot.co
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10.2 Grapevine-Organization Communication
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10.6 Summary

10.7 Keywords

10.8 Review Questions
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Objectives

After studying this unit, you will be able to:

° Know about organisational communication

° Define the term Gender

° Discuss cross cultural issues

° State the relevance of interpersonal communication

° Explain the concept of Politically Correct Communication
Introduction

It is often said that the practice of management is in crisis, and that managers are now finding it
harder than ever to develop strategies which withstand the shocks of the marketplace. Many
managers fail to adequately consider the communication consequences of the decision-making

process and thus cast a negative impact on the organisational effectiveness.

Organisational communication, as a field, is the consideration, analysis, and criticism of the role

of communication in organisational contexts. The field traces its lineage through business

information. The current field is well established with its own theories and empirical concerns

distinct from other communication subfields and other approaches to organisations.

AN\ l?
9y

Did u know? Business communication and early mass communication studies published in
the 1930s through the 1950s. Until then, organisational communication as a discipline
consisted of a few professors within speech departments who had a particular interest in

speaking and writing in business settings.
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Communication is important in building and sustaining human relationships at work. It cannot
be replaced by the advances in information technology and data management that have taken
place over the past several decades. Communication can be thought of as a process or flow.
Before communication can take place, a purpose — expressed as a message to be conveyed — is
needed. It passes between the sender and the receiver. The result is transference of meaning
from one person to another.

The communication process comprises of seven parts:
1. The communication source,

Encoding,

Message,

Channel,

Decoding,

Receiver, and

N o g ok » DN

Feedback.

1. Source: The source initiates a message. This is the origin of the communication and can be
an individual, group or inanimate object. The effectiveness of a communication depends
to a considerable degree on the characteristics of the source. Aristotle believed that acceptance
of the source’s message could be increased by:

* Pathos — Playing on the emotions of the receiver.
* Logos — Generating logical arguments, or
* Ethos — Asking for message acceptance because the source is trustworthy.

The person who initiates the communication process is known as sender, source or
communicator. In an organization, the sender will be a person who has a need or desire to
send a message to others. The sender has some information which he wants to communicate
to some other person to achieve some purpose. By initiating the message, the sender
attempts to achieve understanding and change in the behaviour of the receiver.

2. Encoding: Once the source has decided what message to communicate, the content of the
message must be put in a form which the receiver can understand. As the background for
encoding information, the sender uses his or her own frame of reference. It includes the
individual’s view of the organization or situation as a function of personal education,
interpersonal relationships, attitudes, knowledge and experience.

Three conditions are necessary for successful encoding of the message.

* Skill: Successful communicating depends on the skill you posses. Without the requisite
skills, the message of the communicator will not reach the receiver in the desired
form. One’s total communicative success includes speaking, reading, listening and
reasoning skills.

% Attitudes: Our attitudes influence our behaviour. We hold predisposed ideas on a
number of topics and our communications are affected by these attitudes.

* Knowledge: We cannot communicate what we don’t know. The amount of knowledge
the source holds about his or her subject will affect the message he or she seeks to
transfer.
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3. The Message: The message is the actual physical product from the source encoding. The
message contains the thoughts and feelings that the communicator intends to evoke in the
receiver. The message has two primary components:

> The Content: The thought or conceptual component of the message is contained in
the words, ideas, symbols and concepts chosen to relay the message.

* The Affect: The feeling or emotional component of the message is contained in the
intensity, force, demeanour (conduct or behaviour), and sometimes the gestures of
the communicator.

According to D.K Berlo — “When we speak, the speech is the message. When we write, the
writing is the message. When we paint, the picture is the message. When we gesture, the
movements of our arms, the expressions on our faces are the message”.

4. The Channel: The actual means by which the message is transmitted to the receiver (visual,
auditory, written or some combination of these three) is called the channel. The channel is
the medium through which the message travels. The channel is the observable carrier of
the message. Communication in which the sender’s voice is used as the channel is called
oral communication. When the channel involves written language, the sender is using
written communication. The sender’s choice of a channel conveys additional information
beyond that contained in the message itself. For example, documenting an employee’s
poor performance in writing conveys that the manager has taken the problem seriously.

5. Decoding: Decoding means interpreting what the message means. The extent to which the
message is decoded successfully, i.e., degree of accuracy in transfer of information to the
receiver, depends heavily on the individual characteristics of both the sender and the
receiver. The greater the similarity in the background or status factors of the
communicators, the greater the probability that a message will be transmitted accurately.
Most messages can be decoded in more than one way. The process of receiving and decoding
a message is a sort of perception. The decoding process is therefore subject to perception
biases, and is therefore a subjective process, which further means that interpretation of the
contents of a message depends largely on internal factors and a plethora of personal
influences and experiences.

6. The Receiver: The receiver is the object to whom the message is directed. Receiving the
message means one or more of the receiver’s senses register the message — for example,
hearing the sound of a supplier’s voice over the telephone or seeing the boss give a
thumbs-up signal. Like 