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affecting the quality of human life in the contemporary society. ons,
thus, is an fmpaortant fact of human life.

Organisations may be studied from two perspectives—micro and macro. ;"ﬂil:dlrﬂs}fﬁﬂﬂ’t
of organisational study focusses on human beings in the m'gﬂ“wﬂ“?"tsr ; :';h l;?ijﬂ.u
beings as individuals—an individual’s psychological make-up, his in Haﬂls on er
individuals and groups, variables determining his behaviour in the organisation, and the
strategies that may be adopted to govern his behaviour in a desirable way in the organisation,
This micro aspect of organisational study is generally the subcht-matler of Organisational
Behaviour. The macro perspective consicers organisation as a unit for analysis, It {:l‘l:lphasl._s.g,g
on the study of human behaviour as a eollectivity of people and deals with how organisation
I8 structured, how technology affects people in the organisation, and how organisation interacts

with its environment. This macro aspect of organisational study is the subject matter of
Organisation Theory.

Before going through the study of organisational behaviour, it is desirable to go through
the concept of organisation, its significance in the contemporary society, what managers do in
managing an organisation, and what skills managers should possess o that behavioural
issues involved in managing are understood in right perspective:

Concept of Organisation

The study of an object ar discipline should begin with its working definition delineating precisely
ils contents and characteristics, defining its scope and boundary, and prescribing the objectives
for which it stands. Fram this point of view, we can proceed further only when we define the
term organisation. However, it is very difficult to define the term erganisation precisely bringing
all the characteristics of a good definition. The basic reason for this is the non-standardised
use af the term organisation. In management literature, the term organisation is used in rwo
Ways: organisation as a process and organisation as a unit. Naturally, a single definition cannot
cover both, The reason for this phenomenon is quite simple. Since the second decade of 20th
century. a number of disciplines have claimed to contribute to human knowledge of managing
These disciplines have been immature to be a sclenee, The consequence has been almost
unfathomable confusion over the terms, a confuslon in which ambivalence in using the word
organisation has played a conspicuous part.

Az a subject.-matier of organisalional analysis, the term or

of organised unit. In this contexi too, however, the arganisation has been defined in various
ways by different theorists. This Is 50 because diffe

rent theorists have emphasised different
characteristics of organisation. For example, Weber Lins defined orpanisation as eorporate
Eroup. Accordingly,

Human beings are, by nature, gregario
and most enduring features ol human
living and working together with otliers un
such as. family, clan, conmunity, friendship

ganization is nsed in the sense

A corporate group Is a soelal relation which Is cifher closed, or limits the admission of
outsiders by rules.. . . its order 1s enforced by the actions of specifle individuals whose
regular function this 15"}

*Max Weber, The Theory of Social and Economic Organisation, New York: Free Press, 1947, pp. 145-46.
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Weber's definition has served as the basts for many other definitions of the organisation.
His focus is basically on legitimate interaction patlerns among nrl_{:mmﬂtlumll memhbers as
they pursue goals and engage in activitics. A major component of this definition is the idea of
order which differentiates organisation from other social entities, such as, family, community,
etc. Interaction patterns do not simply arise; there 18 a structuring of interaction imposeed by
the organisation itsell, This intcraction 15 associative rather than communal, This ﬂﬂﬂl;‘
differentiates organisation and other social units.

Scott has defined organisation more claborately. He defines organisation as follows:

"Organisations are deflned as collectivities . . . that have been established for the pursull of
relatively specific objectives on a more or less continuous hasis,™

Scott has emphasised the characteristics of organisations as relatively fixed boundarics,
a normative order, authority rank, a communication system, and an incentive system which
enables various types of participants to work together in the pursult of goals.

For the purpose of organisational behaviour, an organisation may be defined as identifiable
aggregation of human beings, deliberately and consclously created for the attainment of certaln
goals with rational coordination of closely relevant activities.

Features of Organisation
When the organisation is defined as above, it has the following distinguished features:

1. Identifiable Aggregation of Human Beings. Organisation is an identifiable aggregation
of human beings. The identification is possible because human group is not merely a number
of persons collected at random, but it is a group of persons who are interrelated. Identifiable
aggregation does nol mean that all the individuals know each other personally because. in
large arganisations, this is not possible. The jdentifiable group of human beings determines
the boundary of the organisation. Such boundary separates the elements belonging (o the

tion from other elements in its environment, However, the separation is rarely absolute,
that (s, some of the elements in the organisation will interact with its environment. The amount
of interaction can be thought of in terms of permeability of the organisation’s boundary. This
refers to the flow of both people and information across the boundary.

2. Deliberate and Conscious Creation. Organisation isa deliberately and consciously created
human group. It implies that relationship between organisation and its members is contractual.
They enter In the organisation through the contract and can be replaced also, that is,
unsatisfactory persons can be removed and others assigned their tasks. The organisation can
also recombine {ts personnel through promotion, demotion, anel transfer. As'such, organisation
can continue for much longer period than its members, Such deliberate and conscious creation
of human groups differentiates between casual or focused gathering having transitory
relationships like a mob and social units. Some minimal amount of such eonstruction and
reconstruction is found in all soclal units, but it s much higher in the case of organisations.
Such distinction 1s only relative but it is an important one. Other social units, like family,
community have some consclous planning (family budget, ete.). power centre (community
chief). and replaceable membership (through divorce), but the extent to which these social
units are consciously planned and deliberately structured with replaceable membership are
much less as compared to organisations. Thus, companies, armies, hospitals, ete. are included
in the category of organisation, while tribes, families, friendship groups, elc. are excluded.

2y R, Scott, “Theory of Organisations”, in Robert E.R. Farris (ed ) Handbook of Medern Sociology, Chicage:
Rand McHally, 1964, p. 488,
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the organisation, there is a coordination of closely rejey,y,

. Coordination of Activities. In

activities of the members. The coo
to commenly agreed goals. The object of coordination is activities, not individuals, ag on

some of the activities of individuals are relevant to the achieverment of a particular objective.
This is so because the same person can belong to many different organisations at the same
time and in each one, only some of his activities are relevant. From this point of view, the
crganisation must spell out the activities or roles which must be fulfilled in order to achipye
the goal. Which particular person performs this role may be irrelevant to the coneept of
organisation, though it will be relevant how well the organisation actually operates,

9. Structure. The coordination of human activities requires a structure wherein various
individuals are fitted. The structure provides for power centres which coordinate and control
concerted efforts of the organisation and direct them towards its goals. It is obvious that
coordination among many diverse individuals is not possible without some means of

Widuals are structured in the hierarchy, there

Is also hierarchy of authority, and pendin th
y b 1 d
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This process may start from any point, not necessarily from planning, and end at any
point. Moreover, several functions may be performed at the same time. For example,
while giving direction through communication to a subordinate, a superior manager
also appraises [staffing function) his subordinate as how carefully he Is grasping the
Ideas.

4. Since there are many managerial functions, oficn a question arises: which management
function is more Imporiant so that managers devole more time to that. This question
i= quite vital but it cannot be pointed out categorically that a particular management
function is more important than others. In fact, no function is more important but the
mix of the functions varies from task to task and from level to level of management.
Therefore, the relative importance of management functions can be identified in the
context of management levels. This analysis will bring the clue for training and
E:.:clnplng the managers at various levels for the performance of speciiic managerial

ctions.

MANAGEMENT ROLES

As against the management functions, Mintzberg has defined the roles of managers o identify
what managers do in the organisations. Role is the pattern of behaviour which is defined for
different positions, It refers to the expected behaviour of the occupant of a position—not all
their behaviours, but to what he does as occupant of that position. Mintzberg has pointed out
that there are three broad categories of roles that a manager performs in an organisation.
These are interpersonal roles, informational reles, and decisional roles.* Within each category

of roles, there are different roles as shown in Figure 1.2,

Formal authority Personal skills
and status and characteristics
Interpersonal roles Informational roles Decisional roles
Figurehead Monltor Entrepreneur
7 Disturbance handler
Lead Disseminator
i = L Resource allocator
Lialson Spokesperson Megotiator

FIGURE 1.2: Management roles

Management roles depend on the formal authority which is delegated to the manager in an
organisation. The degree of authority determines hig status and different roles. In performing
a particular role, the manager uses his skills and other characteristics. The three major roles

of a manager are [nterpersonal, informational, and decisional.

Interpersonal Roles

Interpersonal roles of a manager are concerned with his interacting with other persons, both
the organisational members and outsiders. There are three types of interpersonal roles:
figurehead role, leader role, and llaison role. In figurehead role, the manager performs activities
which are of ceremonial and symbolic nature. These include greeting the visitors, attending

YHenry Mintzberg. The Nature of Management Work, New York: Harper & Row, 1973.
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they may have their roots in diverse areas such as political sclence, sociology, psychology. nwr
anthropology. It is the integration of relevant knowledyge of these areas that has given us a ne
field of study—organisational behaviour (frequently abbreviated as OB). Aldag and Brief have
defined OB as follows:

“Organisational behaviour {2 a branch of the social sclences (hat seeks to bulld theories
that can be applied to predicting, undersianding, and controlling behaviour In work
organisations.™

Callahan et al. have defined OB as a subset of management activities when they state that,

"Organisational behaviour 15 a subset of management activities concerned with under-
standing, predicting, and influencing individual behaviour In organisational settings.™

According to both these definitions, the basic Ingredients of OB are the same, that is,
understanding, predicting, and controlling human behaviour though both treat OB as a field
of study in different forms—a branch of the social science or a subset of management activities.
We can define OB as follows:

Onganisational behaviour 1s the study and application of knowledge about human behaviour
related to other elements ol the organisation such as structure. technology and social system.

Thus, OB is primarily concerned with that aspect of human behaviour which is relevant
for organisational performance. It studies human behaviour at individual level, group level,
and organisational level. It applies the knowledge gained about individuals, groups, and the
effect of organisation structure on behaviour towards the end of making organisations work
more effectively.

NATURE OF ORGANISATIONAL BEHAVIOUR

Organisational behaviour is emerging as a separate field of study. Therefore, its nature is

likkely to change over the period of time. However, its present nature can be identified as
follows:

1. A Field of Study and net a Discipline. Organisational behaviour can be treated as a
distinct field of study and not a discipline or even emerging discipline, A discipline is an
accepted science with a theoretical foundation that serves as the basis for research and analysis.
Organisational behaviour, because of its broad base, recent emergence, and interdisciplinary
orientation, is not accepted as sclence. We have just begun to synthesise principles, concepts,

and processes in this fleld of enquiry. Therefore, il s reasonable to call it a field of study
rather than a discipline,

A, Interdisciplinary Approach. OB is basically an Interdisciplinary approach. An
interdisciplinary approach integrates the relevant knowledge drawn from different disciplines
for sume specific purpose. As discussed later, OB draws heavily from psychology, sociology
and anthropology. Besides, i1 also takes relevant things from economics, political science, law,
and history. These disciplines exist separately, but OB Integrates the relevant cuntl:nlw of

these disciplines to make them applicable for orgnnisational anal s
ysls, Thus, OB thing
apart from the lutegration of knowledge from different disciplines, oo

3. An Applied Science. Thebasic objective of OB is ta

make application of various researches
to solve the organisational problems particularly related to human behaviour aspect. Unlike

"Ramon J. Aldag and Arthur P Brief, Managing Organisational

(B 1. Behavlour, St. Paul: West Publishing, 1998,
Robert E. Callahan, C. Patrick Fleenor, and H udson
Columbus: Charles E. Merril Publishing, mﬂ;n;% K . UﬂdE‘rStn.rld!ng Organisational Behaviour.
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5. Humanistic and Optimistic. OB focuscs the attention on people from humanss, i
of view. It is based on the bellef that needs and motivation of peaple are of high concers, 1.,
is an acceptance of the value of the individual as a thinking, feeling organism_ 324 g

these considerations, the organisation may not be fully operational as a sotial ennry pos,.
there ts optimism about the innate potential of man to be independent, creative, B
and capable of contributing positively to the objectives of the organisation. The mas g
actualise this potential if proper conditions and environments are given to him.

6. Oriented towards Organisational Objective. OB, being an applied science 3=s
emphasising human aspect of the organisation, is oriented towards crganisational chiecm
Though an organisation may have several objectives and sometimes conflicting with iy
objectives, it should not be understood that OB only emphasises the achievement of vl
objectives at the cost of organisational objectives. In fact, OB tries to integrate both e 2

objectives so that these are achieved simultaneously. For this urpose. it suggedts virees
behavioural approaches. 2 J . ‘

7. A Total Systems Approach. OB is a total syste:ns approach wh.zrein the living syste= 3
?n Grganisation is viewed as an enlargement of a man. The systems approach ts an mtagace
;:;i:_ft:?lth which takes into account all the variables aﬂtl:n-ng organisational functossg -
St'itnus:s SEL;::: thinking in organisational analysis has been developed by behawouwrs
being in lsolay oural sclence, while analysing organisational behaviour, does not tike 2us

dlion bul as the product of Rncm'm}'ﬂmlnglcn[ factors. Thus. his bebaviour o2

be analysed ke -
4 €PIng In view his psychological framework, interpersonal ortentanos. £

influence, and social ; :
applying sysiems a I and cultural factors, Thus, man's nature is quite complex, 224 08
PRroach tries to fing solution of this complexity
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bietween [y,
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OB and Behavioural Sclenee

A comparison of OB and Liel
vy, o
organisational study. Behavioury ,tlr:;i:;:ticushnws that both have slmi!:lhgﬁmtﬂ
efined as the study of human be
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establish generalisations that are supporied by empirical evidence collected in an impersonal
and objective way. This evidence must he capable of verification by other interested scholars,
and procedures must be completely open to review and replication. Thus, behavioural science
i< interested in studying human behaviour in a scientific way, Thersfore, behavioural science
avolds speculation about ‘what is” and normative discourse about ‘what ought to be.’ This
characteristic differentiates between OB and behavioural science though OB also uses scientific
methods In collecting facts about human behaviour, it goes one step further by providing the
answer of the question "what ought (o be in a given situation’ rather than merely giving the
answer of the question ‘'what it is in the given situation.’ This normative aspect of human
behaviour In organisation goes a long way in improving human behaviour in the organisation
to realise its objectives.

OB and Human Relations

A comparison of OB and human relations shows that sometimes both are used synonymously,
while at other times, a distinction is made between the two. Human relations broadly applies
to the interaction and cooperation of people in groups. This can happen to any aspect of
human activity—organisational or non-organisational, Thus, human relations can be a pplied
in a wider context, either in organisational context or non-organisational context. When human
relations is used in the organisational context, particularly in business and industrial
arganisations, the term has quite a different connotation for persens in managerial positions.
In this context, It means the integration of people into a work situation which motivates them
to work together effectively. The basic implication of motivating human beings in the
organisation is that managers are no longer pushing or driving forces but their role is to help
release and guide the igner drives of human beings who alone are capable of producing the
things.

Besides the context in which human relations and organisational behaviour are used,
there are other dimensions on which both differ. First, human relations assumes that
people primarily respond to their social environment and motivation depends more on soclal
aeeds. OB assumes that people are quite complex and respond to a variety of factors and,
therefore, satisfaction of their social needs does not necessarily motivate them. Second, human
relations assumes that a satisfied worker is more productive, OB assumes that there is no
direct cause-effect relationship between satisfaction and productivity. Therefcre, it is not
necessary that a satisfied worker is more productive. Even satisfaction emerges [rom better

productivity.®

DISCIPLINES CONTRIBUTING TO OB

As discussed earlier. OB is not a discipline in itself but it uses knowledge developed in the
relevant disciplines, OB basically draws concepts and principles from behavioural sciences
and the core disciplines of behavioural sciences are psychology, sociology, and anthropology.

Since these disciplines themselves are part of social sciences, it can be said that OB draws
something from social sciences like economics, histary, and political science. Relationship
between different academic disciplines has been presented in Exhibit 1.1,

OB draws knowledge from all these disciplines but it does not draw the whole knowledge
of these disciplines but only the relevant knowledge which helps in predicting and directing
human behaviour in the organisation. The contributions of core disciplines of behavioural

Stiences (o organisational behaviour are as follows:

_-__-__———__..
'-Il_l-g Forter, and E.E. Lawler, Management, Atlifudes and Performance, Homewood, IlL.: Richard D, Irwin,
8
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Psychology - i ]
hology comes from the Greek word ‘psyche’ meaning soul or spirit, Moder
The term psychology lly defined as the science of behaviour which is nearly idengycy

vchology is almost universa hic
E:;ih heﬁ?mural science, in general, Though there are two other disciplines which maj.
behavioural scienee, psychology is more closely identified with overall behavioura] FHhommy

Psychology is a science of behaviour, the term behaviour being interpreted literally, for
comprehends not only objective and subjective form of human behaviour but also the behavigur
of the animals. Psychology studies behaviour in various conditions—normal, abnormal, social,
industrial, legal; childhood, adolescence, old age, etc. It also studies processes ol human
behaviour, such as learning, thinking, memory, sensation, perception. emation, feeling. and
personality. Its contributions to behavioural science, as applied to managerial practices, are
in the ficld of learning, perception, motivation, individual and group decision making, pattern
of influence, and change in organisations, group process, vocational choice and satisfaction,
communication, and personnel selection and training. In fact, there is a separate branch of
:Etd‘-ﬂ'-ﬂﬁl psychology which deals with the application of psychological facts and principles to
o Emﬁ;iﬂﬁm“ﬁtumﬂn relations in organisations. Human relations is the integratic

: situation which motivates it to work together effectively providing

It soctal, psychological, and economic satisf P,
; action. Fro ool
i5 quite significant. m this point of view, the contributi

Sociology

Soclology can be

muﬂunghuﬁ;f;h :;L:T Al academic discipline that utilises the scientific method i
behaviour; the way in whict m}il:ls soclal behaviour. It studies the patterned, shared humat
social behaviour, society, mfm actloward one another. It specifically studies social groups
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family sociology, educationa ® of political sociology, Industrial sociology, sociology of B*
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Anthropology contributes in understanding the cultural effects on organisational behaviour,
effects of value systems. norms, sentinments, colieston, and Interaction,

Besides these three basic behaviowral disciplines, cconomies contributes in understanding
the decislon process. methods of allocatlng scaree resources In the organlsations, and the
Impact of economie policy on organisations, Political sclence provides clue to conflicts in
organisations, power and authority structure, and overall administrative process. From
histerical approach, case studies have emerged which have helped In elarifying the roles of

decision makers,

Challenges in Organisational Behaviour —

Before we proceed Lo discuss how OB knowledge can be applied in practices, let us go through
the behavioural challenges that are likely to be faced by managers. The contemporary Indian
business is characterised by two major features—liberalisation of economy and globalisation
of economy. Liberalisation of economy has paved the way for frec cconomy in which one can
do what one wants. This has resulted into fierce business competition and busincas
organisations have been forced to change their working styles to face this com petition. This
change is creating lot of behavioural problems which managers have to solve. Another aspect
of the contemporary business is globalisation. This has not only affected Indian business
organisations but organisations throughout the world have been affected. In the Indian context,
many multinationals have come to India and many Indian organisations have gone abroad.
This process is still in progress. Globalisation has raised two types of behavioural problems.
First, when a manager of Indian origin gnes abroad, he has to manage a workforce which is
quite different from the worldoree that he was managing. Such differences may not be only in
terms of languages and living habits but there may be differences in terms of aspirations,
needs, attitudes, way of working, etc, It implies that earlier sirategy of tackling behavipural
Issues may not be effective; this has to be changed according to the new situation. Second,
when a manager joins a multinational company operating in India, he finds himself in totally
different work culture. In this situation, the manager has to change himself to fit with the new
situation. In the light of this economic liberalisation and globalisation, we ean identify the
behavioural challenges that managers have to face in managing erganisations. These challenges

are as follows:
Cross-cultural dynamies,

Workforce diversity.
Increasing workforce aspirations,

Increasing quality consclousness,
Newer organisational designs, and
Mergers and acquisitions.

Cross-cultural Dynamics
Cross-cultural dynamics implies that people of different cultures have different behavioural
patterns. Un the basis of various researches, it has been concluded that management practices
are culture bound and no single management practice s suitable to all cultures. Cullure s a
set of beliefs, attitudes, and values that are shared commonly by the members of the soclety.
Sinee different countries may have different cullures, people of different countries may have
different behavioural patterns. Hofstede, a Dutch management scholar, studied behavioural
patterns of workers and managers In forty countries and found that behaviours differed
significantly due to the values and bellefs in varlous countries.'? According to Hofstede, there

PO

"Geert Holstede, Culture's Consequences: International Differences in Work-Related Values. Beverly Hills:
Sage Publications, 1990,
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jdentity an the group Or OTEA enships. Thus, relationships are more Imm

mily relati
employer links are more like famely is the extent to which less powerful peops 5.

distance
than individuals or tasks. Power Siopintigmmabar ol ariiugee
the unequal distribution of power. People coming fr ghp : ca presers

s : ot clearly understood and lines of authority are never
ﬁﬂﬁfﬁ&ﬁgﬂﬁ:ﬂﬁmm iu—tctlg.r. On the other hand, people coming fron, |,
pawer distance countries have low respect for authority ﬂﬂ;ﬁ ]:E:Irt quite comforeat,
circumventing lines of authority to ar:l:nmpilsh_}nhs- They prefer 1l | ? nrga.;.smﬂm .
In the age of rapid globalisation, 8 single organisation may have people from diverse culturs
This phenemenon will pose serious challenge befoie managers to design management practipss

that are suitable for people coming from different cultures.

nsions that exp i
' : o
collectivism confinuunt andﬂp i
ple's behaviours depen i
Individualism exisis ta the €

are two dime

Workforce Diversity

While: erges-eultural dynamics focuses on differences hetween people from different countries,
workforce diversity takes into aceount differences between people within a given country
Workforce diversity is the extent of differemces and similarities in such characteristics as age
gender; ethnic groups, physical abilities/disabilities, race, and sexual orientation among the
employees of organisations, Now-a-days, more and more organisations are becoming
heterogencous in terms of employer composition based on age, gender, ethnic gruups.ph:r'ﬁiﬂl
abllities/disabilities, ete. For example, more and more women are joining busines
organisatons as ma.rtﬂgcrsiﬂ.ndﬁbﬂlﬁr specialists. Similarly. special recruitment pmgramﬂ‘ﬁ
are being conducted by E-DII'IE-t_'p"pJES of organisations to recruit members belonging to scheduled
casics/iribes, physically handicapped, ex-servicemen. retired employees, and so on. Tie

number of knowledge workers is Increasing day-by-day. Because of this workforce diversi?
behavioural pattern of employees shows great variation

" Eh‘ﬂ.-l?tr;.[;::];tt ;L:::;Ei;jrhaaimpnrlant implications for management practices. Mmhm
those :Ilﬂ'::r:ﬁ::es in up.r 4 l'mg ‘reatingeveryone alike to recognising differences and respondis

not discriminating, This shift may §
|
employees In tralning and dmla;rmgﬁl?t::;rg;: ey et 0 FRD Emrﬁ .

managing workf
i inErEaseL r.*?r:-';::ufrj “t:rliﬂgrhctﬂscuvtlf may be a challenge but, if managed properly: L e
diversity, FEanisatlen because of diversity of ideas due to W0

tncreasing Workforce Aspirations

With the passage of time, there 15 5 tendene

demonstration effec| ¥ ol inereasin ; ln[erllﬂu':'
inereased aaplrauunsi.u'lr':;:;y t:fﬂ‘l’-'“ lo media, boil pgr::?r:‘fgr:fezfﬂﬂ:?:ﬂw fed 10 “‘1:
conducive workplace, The buz; wI;Tu}HE not only want decent monetar pﬁ;tkﬂﬂﬂ bt h{glilﬂ'
of work life, empowerment, flexible s In today's workplace are o unes.l: tearnwork: &

of workplace are quite different ,-I_m“’"rh schedules, thnmmuUnE:and Eé, on, Thest 5 .

Used to be in the past, For meeting these a5P
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of workforce, managers have to create a new type of work environment to stimulate em ployees
to put their best as well as to attract talents for luture requirements.

Increasing Quality Consciousness

Because of increased competition, both from indigenous as well as from lorcign organlsations,
there is increased emphasis on quality of products and services, that loo at compelitive cost.
Today, the buzz words in quality are lotal quality management, kalzen (Improvement upon
improvement), six sigma standard, and quality certification. Because of increased emphasls
on guality, organisations have to change not only their technology but way of thelr working.
Such a change results into behavioural problems In employees as they percelve that such a
change would affect them adversely. Therefore, the managers have to adopt suitable practices

ta ensure that employees accept change willingly and become part of the mission of spreading
quality consciousness throughout the organisation.

Newer Organisational Designs

Organisational designs, today. are not based on the classical approach of divislon of labour,
rigid departmentation, authority-responsibility parity, and numerous hierarchical levels. These
have moved from burecaucratic to adaptive structure, from mechanistic to organic structure,
and from tall to flat structure. Information technology has led to the development of networked
organisations in the form of temporary alllances of suppliers. customers, and even erstwhile
competitors. Worlking pattern of newer organisational designs is quite different from classical
organisational designs. Therefore, employees have to unlearn their old way.o] working and
learn new way of working. This transition from old way to new way, is, it iful. It is the
responsibility of managers (o create a kind of work Envtlionw,g ; Ii"w'tnth?s_gﬁ gﬂ,ﬁﬁ‘pduyees
to adapt new way of working. s

S AT ORY

l:ﬁ- ?'{'L'l ; ; & T3 e ks EJH
Mergers and Acquisitions e T G e
Because of economic liberalisation, the way of doing huslﬁ%:s.q:m been changed: Earlier, most
of the business houses used to have a diversified business ?ﬁ;gﬂm in which many unrelated
businesses used to exist, This was true to individual nrganléa ons too. Now-a-days, businesses
are being organised around core competency, the unique ability of an organisation to do a
particular business or related businesses. Because of this reason, many organisations have
divested their unrelated businesses which have been acquired by other organisations. This
process has paved the way for mergers and acquisitions. While mergers and acquisitions have
business sense, they create challenge of integrating acquired and acquiring companies, and
more particularly the integration of people of acquired company. This problem gets aggravated
if people-related management practices of two companies are quite different. In general, people
of acquired company have behavioural problems in the form of initial anxiety and stress, fear
of loss of jobs, transfer to new localions, job changes including new roles and assignments,
change In remuneration and benefits, change in career paths, change in power and status, and
problems of adjustment with new organisational and work practices. Unless these behavioural
problems are solved, mergers may not be effective. Thus, the challenge before the managers
is how to overcome these behavioural problems and integrate people of acquired company
with the acquiring company to make the merger cffective.

APPLYING OB ENOWLEDGE TO MANAGEMENT PRACTICES

Many of the behavioural problems in organisations can be solved by acquiring knowledge of
OB and applying this knowledge properly. The basic objective of studying OB is to acquire
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VvIOUR
NAL BEHA tical constructs in any discipline by,

TIO
ROLE OF ORGANISA of theore :
As discussed above, the sultable I.:nm;'l;t: Ft:hm arca. This®ls also true with organisay, |
5 Seini The problems vy .Lr Lenl as 1o hOW hnman factor should he Proper|
greatly in ESPB HI}'"_ <eyeral fdeas 10 annge! Human factor I8 not merely an |n51_mm=nt l]ll'
behaviour. OB ollcrs 5 : | ahjectives. st n
emphasised 1o SENpED l-M-!:ﬂr:: 'l:sl:r':'[:'lfr::lr ﬂliﬂlﬁnllnnﬂl existence. :;‘:”iﬁjg“:ﬁ&'ii;”ﬁ? that a5,
e prEmaRE bt :l"l-"liiﬂ. interaction of (wo or more pPers .,.En r.m;' ;mtt_ o al slnee
organisation is & consc ;;-_:um: aof persons, they should be ﬁlj i =h:¢Lu“ i “;FGFtanct in
s mﬁ:.;fl‘::m. This becomes More important ﬂptzcd -‘; :?rrmﬂc:ur-m — tii! changing
S mtl‘?rgr[:tm]:r:lmmmr changing from monecy mut:lv;mn it Tﬂ'—i'-’atm
O uggests that people are moving from ry i o Th
behaviour, McGregor & | pattern suggests that organisational struetyr,
From this point of view, Managers

'mumptiﬂﬂ&u The changina hemh:gngﬂ:ractarlsﬂcﬁa
and process should be hased on { the people and shape this pattern to achieys

tand the behavioural pattern ol L
?;:ugg:;il ;115 jectives. Drgmismtiﬂnul behaviour helps the managers in the fulIu-unng areas:
1. Understanding human behaviour, _
2. Controlling and directing human behaviour,

3. Organisational adaptation.

Understanding Human Behaviour

OB provides a way for understanding human behaviour in the organisation. For shaping human
behaviour in definite direction for achieving certain predetermined objectives, managers must
know how the people in the organisation behave, OB provides way for understanding human
behaviour in all the directions in which human beings interaci. Thus, behaviour can be
understood at the individual level, interpersonal level, group level, and intergroup level.

1. Individual Level. Ths behaviour of human beings as a social man is the first issue in
behavioural science. It provides for analysing why and how an individual behaves in a particular
way. As will be seen later, human behaviour is a complex phenomenon and is affected by a
large number of factors—psychological, social, cultural, and others. OB integrates these factors
fo provide simplicity in understanding human behaviour.

i.r EIrut;.:umm!:1-;1:u:|m|l Level. Human behaviour can be understood at the level of mterpcrwm'l
action. Such interpersonal interaction is normally in paired relationship which represents

man's most natural attempt at socialisation, Wh ;
- When one focuses e's peer
and its effect in working relationship, or examines th e O

du
Lroup alsg, tr:r:suarch In group dynamics has contributed
tommunication pattern, leadersh p 'Ms of its norms, cohesion, goals, procedures:

managerial knowledge of understandin oy P These research results are furth

organisational morale and productivity, 8roup behaviour which is very important f0f

1 a5 M. M s,
muﬂ E‘G'EEHI', The H!.tmﬂ.n S’Idl‘ ﬂH-EnlEfpﬂﬂ'e Hm ".hl-k M ! 1 76
L : tl—Fr“ Hﬂl ¥ g -
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4. Imtergroup Level. The organisation Is mace up of many groups that develop a complex of
relationships fo bulld s proecss and substance. Understanding of the effect of group
relationships s Bmporiant for managers in today's organisation, Intergronp relationships may
be in the form of cooperation or competition, The conperative relationships help the
organisation in achieving its objectives, 0 provides means 16 understand and achlove
cooperative group relationships (hrough interaction, rotation of members among groups.
avoldance of win-lose situation, and focus on total groap objectives,

Controlling and DMrecting Human Behoviour

After understanding the mechanism of humnn behaviour, managers are reguired to control
and direct the behaviour so that It conlorms to siandards required for achieving or ganisa tiomal

objectives. Thus, managers are requircd to control and direct the behaviour at all levels of
individual interaction. For this purpose, OB helps managers in many areas: use of power and
sancticn, leadership, communication, and bullding organisation climate conducive for betler
interaction.

1. Use of Power and Sanction. Organisational behaviour can be controlled and directed by
the use of power and sanction which are formally prescribed by the organisation. Power is
referred to as capacity of an individual to take certain action and may be utilised in mamy
ways. The use of power Is related with sanction in the organisation. However, mere use of

power and sanction in the organisation is not enough for directing human behaviour. Moreover.
these can be used in several ways and not all ways are cqually cffective. OB explains how
various means of power and sanction can be utilised so that both organisational and individual
objectives are achieved simultaneously.

2. Leadership. Another method of bringing human behaviour in tune with organisational
requirement is leadership. Today, the difference between a successful and falling organisation
lies in the quality of leadership of its managerial personnel. OB brings new insights and
understanding to the theory and practice of leadership. It identifies various leadership styles
available to a manager and analyses which style is more appropriate in a given situation.
Thus, managers can adopt styles keeping in view the various dimensions of organisations.

individuals, and situations.

3, Communication., Communication is the bullding block of an organisation. It 1s communi-
eation through which people come In contact with others. People in the organisation,
particularly, at higher level spend considerable time in communieating. To achleve

organisational effectiveness, the communication must be effective. The communication process
and how it works in interpersonal dynamies has been evaluated by organisational behaviour.
The factors that affect communication have been analysed so as to make it more effective.

4. Organisational Climate. Organisational climate refers to the total organisational situations
affecting human behaviour. Organisational climate takes a systems perspective and affects
human behaviour. Organisational behaviour suggests the approach to create organisational
climate in totality rather than merely improving the physiological conditions or Increasing
employee satisfaction by changing isolated work process. Satisfactory working conditions,
adequate compensation, and the necessary equipments for the job are viewed as only small
part of the requirements for sound motivational climate, Of greater importance are the creation
of an atmosphere of effective supervision, the opportunity for the realisation of personal goals,
congenial relations with others at the workplace, and a sense of accomplishment. Thus, OB

has discovered a new approach of managing people in the organisation.
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Organisational Adaptation

Organisations as dynamic ent
environmental variability, the red

cterised by l-'":f:"lf's""": t‘:h“:ﬁ- In this age of
anager 18 to provide continu N organisatygy,

have ml :ﬂﬁ:lft:tlm“;ucﬁa to the c“"'m"'"““mtl changes by majqg

hecause the nrgnnl&ﬂUﬂﬂ# £ -Hmmn auch nrgﬂﬂlﬂﬂt’ﬂ“"l arrangements are mostly resisieg

sultable internal arrangements. "0y e to face dual problems: tdentifying need for cha

by the internal people. ThuS. e 00y ont adversely affecting the need for satisfaction of

and then implementing the change f managing change. Management of change y

rgani the essence O
organisational people. It is also
seen as a self-perpetrating ever-evolving phenomenon.

ORGANISATIONAL BEHAVIOUR MODELS
a simplified representation of some real-worlg

lity.
A model is an sbstraction of Pt ifferent fields to guide activities in those fields. In th,

: Is arc developed ind
Eﬂ?ﬁ:&ﬂﬁﬂuﬂ;mﬁ models are developed to provide framework about "oy
seople will be treated in an organisation’.
Every organisation develops a particular model in which behaviour of the people takes

place_This model is developed on the basis of management’s assumptions about people and
the vision of the management, Since these assumptions vary to a great extent. these result intg
the development of different organisational behaviour models (OB models). From the very
beginning of the civilised human society, two alternative approaches have been adopted for
placing trust on people. One says “trust everyone unless there Is a contrary evidence™; another
says “do not trust anyonc unless there is a contrary evidence®. Naturally, interpersonal
Interactions take place differently under these two approaches. Following description of the
organizations is worthwhile to note here:

“Most of our organisations tend to be arranged on the assumption that people cannat be
trusted or relied on, even in tiny mznllu:r-a.:."'-FmIj é

However, this is only one side of the coln. In the field of OB, assumptions about people
E:':hm made on twa extreme sides. For example, MeGregor has given timnes Xand Y, and
sy eory ]::i kes assumptions which are quite contrary to each other!3 (discussed in Chapter
m;} : g-'risit : @ven the conecept of immaturity and maturity of people which also provides
= thfﬁ:u =ﬂf:hws about the people! (discussed in Chapter 4). Thus, OB models developed
RN fon sy ::;mﬁzuﬂ: lEnl?JUil Et:lfnﬁmt;l variations. However, OB models that are
(b Jen fowasilnn iy e Nl Lhese two opposite poles, though they tend

; aumcram:ljamc pole. Davis has described four OB models which are as follows:"

2. custodial

d. supportiye

4. collegial,

Autocratie Modey

In the Autoeratie
model, manage
e only means to get the hunae g, OHientaton is towards power. Managers see authority as

things done, and"
isCharles Handy, Ty o Fmployees are expected to follow orders. The resul

'aHEGrm the Vkﬂ

i . Op. e, ual Organtsation *

HJUHH Argyris, F“*’“ﬂnllry drvard Business Revlew,
ohn W News and Organ

tr tsapy,
Ercmaw-mu.mﬁ;f ;" gfﬂmtﬁ Davia, 2 I:r"r;'hﬂ“ﬂf & Row, 1957,
e A e B e ey o ok
T+ NEw York: McGraw ¥is, Human Relations at A
Hill, 1867,

ities apre charad

May-June, 1995, p. 44
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TADLE 1.2; Moadels of srganlsational behavionr

Autoceatir | Custestimd 'r'u”:qﬁhu- rallenial

Ma=is of modc] Fyrncres Forearesamie Leaderahip Partnership
FFwimjfr&Ea

Managrrial Avil b iy Misnrry ragepen ! Teamrwed it
arientalion
Employer Ol bemiee T i Jeiky e apron witile
prirniation Vsemne i performanee Ve hawiesid
Emplovree Dependence Diepwmilence om Participatiem e i Alaripline
pevchalngieal nn hosa organiaation
result
Emplovee Submistence Security Status and Swlf actualisae
peeds mel recesnition T
Performance Minimum Fasalve Awralrneed Mrdlerate
resull cooperallon tiriven rnfhualasm

ts high dependence on boss. This dependence 1s possible because employees [ve on the

subsistence level. The organisational process Is mostly forinalised: the authority ia delegated

by right of command over people to whom it applies. The management decides what s the

best action for the employees. The model is largely based on the Theory X assumpticns cf
McGregor where the human beings are taken Inherently distasteful to work and try to avsid
responsibility. A very strict and close supervision is required to obtain destrakle perfo: mance
from them. Likert's management system can be compared with the model of organtsacicnal
behaviour. His system1 (exploitative, authoritative) in which motivation depends on physical
security and some use of desire for status and better performance is ensured through fear.
threats, punishment, and occaslonal rewards; communication Is mostly one-way, that =,
downward: there is litde Interaction between managers and cmployees.

The autocratic model represents traditional thinking which is based on the economic
concept of the man. With the changing values and aspiration levels of people, this mode! =
viclding place to others. However, this does not mean that this model ts discarded i toto. I
many cases, the aulocratic model of organisational behaviour may be a quite uscful way ©
accomplicsh performance, particularly where the employees can be motivated by physiologieal
needs. This generally happens at lower strata of the organisation.

Custodial Model

In the custodial model, the managerial orlentation Is towards the use of money to pay for
employee benefits. The model depends on the economic resources of the organtsation and its
ability to pay for the benefits, While the employees hope (o oblain security, at the same time,
they become highly dependent on the organisation, An organtsational dependence reduces
personal dependence on hoss, The employees are able to satisfy their security needs or in the
context of Herzbergs theory, only maintenance factors. These maintenance factors provide
security but fail to provide strong motivation. Although employees working under custodial
model feel happy. their level of performance s not very high. This resembles again to Herzberg's
satisfler and dissatisfier. Since employees are getting adequate rewards and o

security, they feel happy. However, they are not given any authority to decide what benefits or
rewards they should get. This approach Is quite similar to patrimonial approach where the
basic assumption 1s that it is the prerogative of management to decide what benefits are best
suited to the employees. Such an approach is still quite common in many business
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mily eharac

for their chik
this mcpdﬂl is no
Meodel
guppuﬂhﬂ 5:1"-:}“.-3' beliaviour r_],cp:nds on mandagerial ltﬂd{:rghm Fath
" tr

y anl
The supportive model of OfE he aim of managers 15 10 support employeey iy, ) -
I

.r or money:. T
than on the use of Tl{:i“}[ht focus is primarily on participation ang. fhvelvement of “Mployee,
achievement af rcm[- . making process, The model is based on ‘principles of g,
sion-i ingredient of his system 4 (participatiye), Litmﬂ

in managerial deci ; R
B ’ ich is the basic
rt]-ﬂ.llﬂnﬁhﬂ;_-'s ol Likert, whic s&eS af the ljl‘gﬂ.l'.llﬁatiﬂﬂ must be such as to

ogther proce €Ny
states that the leadership and P tions and all relationships with the Grﬂanilalh;‘

bability that in all interac :
El:;?:;uﬂpﬁl E:r|t|‘_hv'f:}rllgl1t of his hackgrmmd, values, and expeclations, views the

as supportive and one which builds and maintains hls_”“f“-" of personal worth 4p4
importance.1® It is quite similar to the assumptions of McGregor's Theory Y. The

model is based on the assumptions that human beings move to the maturity level ang
expect the organisational climate which supports this expeclation. Various organisation

processes—communication, leadership, decision making, interaction, control, and influenes_
are such that these help employees to fulfil their higher order needs such as esteem ang self
actualisation.

Likert has shown that supportive model is best suited in the conditions where employess
are sel-motivated. Thus, this emphasises not on the economic resources of the organisation
but its human aspect. Manager's role is to help employees to achieve their work rather than
supervising them closely. This can be applied more fruitfully for higher level managers whose
lower order needs are satisfied reasonahly, Organisations with sophisticated technology and
employing professional people can also apply this model for getting best out of their human
;ﬁuurm_ However, this does not mean that this model can be applied in all circumstances.
%ﬁ;ﬁﬂﬁiﬁ observes thal the supportive model tends to be specially effective in nations
et c:erpImc technology, because it appeals to higher order needs and provides
it o p;_ln}rg :: ;urr:t.l I; L?E-_-};::Dt be the best model to apply in less developed natioss,
are different.!” Moreover, this medel :;i?: au ﬁc;; :ll lower levels and their social conditions
tompared to operative levels, As such the mtideﬂgyif;n(?é: v .. lﬂ*ﬂms a:

Supportiv ' m mana : t
Pportive model, specially for thejr management groups. gement is tomove

Collegial Model
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caten and oher gw
social funclions tmvolving employees, handing ol "”"1'; rrtfr::u!:u:h-n:-lrnm“ anel MJ:::::IIH
outstanding emplovees. Manages s leader mole invilves feae l:ll-!m" suborinates when then -
them for walling conteibubions. Willing rrnﬂrlhmlunurnltnr' Imh* HifEiassatuisating -
in a manager ceriain exemplifving behaviours, In Halson s " N A

il
connecting link between his ongamisation and outsiders or hetween his unit ane i hey

et
organizational uwmits. The major objective of this role is to malntain a link hetweep the

organization and 1is external environment,

Informational Roles
informational roles of a manager include communication—giving aned receiving Informatinn_
bath within and outside the organisation. Information Ia required to make decisions ellectie
There are three tWpes of informational roles of a manager: monitar, disseminator, and
spakesperson. In his monttoring role, the ma nager constantly collects Information aboyt thrme
factors which affect his activitics, Such factors may be within the arganisation as wel] 34
outside i, In the disseminator role. the man ager distributes the information to his subordingtey
who may otherwise not be in a position to eallect it. As a spokesperson. the manager represens
his organisation or unit while interacting with outsiders, These may be customers, financiers

government. suppliers, or other agencies of the soclety.

Decisions] Roles

Decisional roles of a manager involve choosing the most appropriale alternative ocut of the
available ones so that the organtsation achieves its objectives when the chosen alternative i
pul into action. In his decisional roles, the manager performs four roles: cntreprenenr,
disturbance handler, resource allocator, and negotiator. As an entrepreneur, the manager
Sssumes certain risk which is involved in terms of the outcomes of an action because thess
are aflected by a variety of external factors. Since these factors are dynamic and
constantly, the manager is required to bring sultable changes in the organisational processes
Lo align these with the requirement of the envirenment. As disturbance handler. the manager
*& required to contain those forces and evenls which tend to disturb the organisational
egquilibrium and normal funetioning, These forces and evenis may be strike by cmployees,
shortage of raw materials, employee complaints and grievances, elc. As resource allocater,
the manager allocates resources—human, physical, and financial—ig various organisational
URILS according to their needs. As negotiator, the Mliager negotiates with various interest
groups In the organisation. Such Interest Eroups are shareholders, employees, and outside
agencies.
Reconeiling Managerial Functions and Roles, Management functions and roles do not exsst
Opposite o cach other bul these are two ways of interpreting what managers do. Most of the
roles prescribed hy Mintzberg can be integrated with carlier Classification of management
function as viewed by Wren and Volch® which i presented in Figure 1.3,

The reconciliation between function and role approaches of managerial Jobs shows that in
Planning, a manager performs Informational and dectsional roles as he collects various relevant
Information on the basts of which he mikes decisions, In organising, he perfors decisional
role by allocating duties and resources (o organisational units and makes way for the
coordinating of these units, In directing, the manager performs interpersonal and informational
roles by interactng with his subordinates, leading, maotivating, and communicating them. In
controlling, he shares Informational rale. The stafling function has not been included in role
approach as this function tends to be included In human resource management area though

®Danlel A, Wren and Dan Veieh, Management, New York: Honald, 1088,
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Function approach Role approach
Flannlng
Interpersonal roles 1
Organising
[ Stafling i Informatinnal roles
Directing
Decistonal roles
Controlling

FIGURE 1.3: Reconciling function and role approaches of manager's job
uﬁ.ﬂﬁGEMEH'I‘ SKILLS

i order to perform various management functions effectively, managers must possess “ﬂﬁ;n
skills. Skill refers to practical ability or expertness in an action or doing something, F'rﬂmm;
very beginning of development of management thought, both management l?rﬂﬂﬂﬂﬂﬂﬂrﬂ <3
cesearchers have emphasised different skills for managers. Therefore, the list of manaEe 5
skills is very long. Robert Katz has grouped various managm:!ml gkills into three broa
categories: technical skills, human skills, and conceptual skills.

Technlcal Skills

Technical skills are concerned with what is done and primarily deal with things. These pe:nali:
to knowledge and proficiency in activities involving methods and procedures. For ::«;nl;l]:ﬂ]
the person who is responsible for malntaining files in an organisation must have e
skill relating to “how [les are mainialned’. Technical skills are learned by ac;fc“n ﬂ“;
engineers, time and motion study personnel and are developed by the actual practice on
{ab.

Human Skills

Human skills, also referred to as human relations skills, are one’s ability to work eﬂ;uuv::i
with others on a person-to-person basis and to build-up cooperative group rela u.—:w:
accomplish organisational objectives. Since management 1s a pm::-;is of gﬂnﬂlﬁ tﬁ“f ioes
with and through people, no manager can be effective without suitable human s EE:

of his being technically and conceptually competent. Human skills are required for effective
perfarmance of the following managerial jobs:

1. Every manager interacts on one-to-one basis with others—superior, subordinate, peer,
andr?nTmﬁer. To make this interaction effective, the manager must have good
interpersenal skills so that he can understand others and make himsell to be
understood by others.

2. Every manager interacts with others as a member of groups. Such groups may be
constituted either formally by the organisation in the form of various committees and

®Robert L. Katz, “Skills for an Effective Adminisirator.” Harvard Business Review, January-February, 1955

Pp. 3342, Also "Retrospective Commentary” Harvard Business Review, September-October, 1974,
pp. 101-102.
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14 Organisational Behq
bers themselves, A
work groups or Informally constituted by the group mem . A Thap
will hEr:DﬂEctwc as i group member only when he haa ability to understang nﬁ

members and to make himsell understood by these members.
Every manager communienles with others frequently. These people may be fram Within

3.
the organtsation or fram ontside, For making communication effeetiy ", TVErY mang
muz=t have ability 10 be empaothie to understand others’ views i right PETSpective. A

good listener besides being good orator.
For directing his subordinates, o manager does not only use his formal authoriyy

. because of its obvious limitations but relies more on his lcadership ability 8o as o
willing and enthusiastic efforts of his followers for achieving organisationa) atige ‘
Therefore. a manager must have emotional stability, empathy, objectivity, and a: hullllhjty

to influence others,
5. For getting best result from people, It Is essential that they are motivated properly

d Motvation depends on people’s needs and their perception that they will be able I.l:l

satisly their needs by working in the organisation. It Is the responsibility of a manager
to create such an environment in which people may have perception that they will he
able to satisfy their needs. Therefore, the manager must be able to understand the
needs of his people and the way these needs may be satisfied.

6. Occasionally, conflicts arise in the o rganisation. Such conflicts may arise between twy
persons, in group, or between two groups. If such conflicts are not resolved amicahly
and within the given Hime frame, these may become dysfunectional leading to
organisational inefficiency. Therefore, a manager must have ability to resolve conflicts
appropriately. For this purpose, the manager must be a good compromiser, smoother,
and negotiator.

All the above human skills can be learned and developed by an individual by going through
appropriate literature and practising accordingly, Organisational behaviour. as a field of study,

provides this literature.

Conceptual Skills
Conceptual skills, also referred to as general management skills, are concerned with why a
thing is done. These skills refer to the ability to see the whole picture, to recognise significant
elements in a situation, and to understand the relationship among these elements. Such skills
are necessary to dea) with abstractions, to set models, and to formulate plans,

All managers in an organisation need all the three skills though in varying proportion. At
the lower levels of the organisation, technical skills are more relevant. Generally, as one moves
upin the organisation, he requires human skills more while at the top level, conceptual skills
htt;l:lm: more Important. Though all the three skills are relevant, this text deals with human
skills,

After going through the concept of organisation, Its significance, what managers do in
Managing an organisation, and what types of human skills they should possess for being
effective, let us turn our attentlon to orpganisational behaviour,
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management, group dynamies, learning, attitude, perception, personality, stress
management etc. These theories help in understanding, predicting and influencing
pehaviour of people as individuals and groups where both, people and organisations try
1o fulfil cach others' needs within the constraints of internal and exiernal environmental
ariables.

:;ﬁ__Bls a field of study that aims to improve organisation’s effectiveness by knowing the
~impact that individuals, groups and organisation structure have on behaviour within

prganisations. I is, thus -

» study of human behaviour

 in organisations

| s that will 1'J.I.":I|:I n fll‘]]‘ll‘m,'ing effectivencss of urganisa[iﬂnr.-

OB studies the following determinants of behaviour in organisations :
» Individuals

= Groups

« Structure

‘The knowledge about individuals, groups and structure (concised in various behavioural
theories) is applied on human behaviour to make the organisations more efficient (doing
the thing right) and effective (doing the right things). The purpose of studying human
behaviour is to relate it to job situations such as nature of work, emplovee tumover
 absentesism, performance at work, productivity etc. so that ways can be identified through
“which people can act more effectively to achieve organisational objectives. OB, thus,
studies the cause and effect of human behaviour, along with organisation structure to
" meet individual and organisational goals.

Definitions given by some famous behavioural scientists are as follows :

*Drganisational behaviour is a subset of management activities .cun-:emr.-d _wi:h
understanding, predicting and influencing individual behaviourin organisational setl's:nhgﬁ.
— Callahan

' Organisational behaviour is “a branch of social science that seeks to build theories that
~can be applicd to predicting, understanding and controlling behaviour in work
Organisations.” — Raman J. Aldag

' *Organisational behaviour refers to the behaviour of individuals and groups within

organisations and the interaction between organisational members and their external
. environments.” — Cook and Hunsaker

*Organisational behaviour is a field of study that invesligates Ihc impact that indi'.'idu;_ﬂs.
group and structure have on behaviour within ﬂrsﬂ"iﬂﬂiﬂ“ﬁ for the purpose of applying
such knuwledge towards improving an organisation’s ellectiveness.”

— Robbins and Judge
‘Organisational behaviour is the systemalic study and careful application of knowledge

about how people - as individuals and as groups - act within ﬂrgnni:-:nlicms.
—

These definitions highlight that organisational behaviour aims
effective by focusing on : .
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setting: Likert has called motivation g 1 Breat importance to motivation In organlsational
leads the organisation to Eﬂﬂ[‘ll?:n::a E;ﬁ:ﬂ T' II‘.JHImi_:tInL‘I!t.‘ Effective directing of people
requires the understanding of what individuals wagy oo 0" #7d Individual levels. This

undertakes this phenomenon by anal = Want from the organisation. The present chapter

yalug the ConCe
ese theories can be PLolmotivation and iis various theories.
How th applied in organisationa) practlces, we shall see in tI:::rnT::I Eh:pa:tr.

Concept of Motivation

eds, wants, drives desir h
etc. in defining motivation. Technically, the teti : - desires, wishes, Incentives,
- m
movere, which means “to move.” In order o otivation can be traced to the Latin word

has been defined as follows:
“A motlve |5 an Inner state that
directn ehivicns towardy g ﬂ;:‘ﬁrﬂaﬂ. activates, or moves (hence motivation), and that

Motive has also been deseribed as follows:

"A motive is restlessness. a lack, a yen, a force, Once In the grip of a motive, the or

does something to reduce the restlessness, o re the lack, to
s s s medy ack, to alleviate the yen, to

Bt |

Here, we can differentiate between needs and wants, While needs are more comprehenstve
and include desires—both physiological and psychological, wants are expressed in narrow
sense and include only those desires for which a person has money and also the desire to
spend the money to satisfy the wants. As we shall see later in this chapter, there are many
psychological needs, like social needs. recognition needs, ete. which do not fall under the
category of wants.

Motivating. Motivating is a term which implies that one person (in the organisational context,
2 marager) induces another, (say employee) to engage in action (work behaviour) by ensuring
that a channel to satisfy the motive becomes available and aecessible to the individual. In
addition to channelising the strong motives (n a dircction that is satisfying to both the
organisation and the employees, the manager can also activate the latent motives in individuals
ind harness them in a manner that would be functional for the organisation.

Motivation. While a motive 1s energiser of action, motivating is the channelisation and
activation of motives, motivation is the work behaviour itself. Motivation depends on motives
ind motivating, therefore, it becomes a complex process. For example, Dubin has defined

motivation as follows:

“Mottvation is the complex forces starting and keeping a person at work in an organisation,
Motivation 1s something that moves the person o action, and continues him In the course
of action already tnitiated,™
T ——
Rensis Liker York: MeGraw-Hill, 1961,
LN tterns of Management, New
i:glhurd !ﬂﬂat:wmﬁ Ga:r]rq.:.. Steiner, Human Behauiour, New York: Harcourt, Brace & World, 1964,
P- 240,
:ﬁﬂmm, H. Sanford and Larence 5. Wrightsman, Psychology, Belmont, Callf: Books Cole, 1870, p. 189.
Rabert Dubin, Human Relations in Administratton, New Delhi: Prentice-Hall of India, 1974, p. 53,
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teFarland, a, naplrationa, str)
i " he way In whicly WESH: drives. :]1:::: i -r.r' VIngs, o
i i rﬂl'I:'r 1-IIJ ;I.:"Il'llll:llll {he Dehaviount of laman & I
needs dipect. contrs ' we can now see the relationshi
After defining molive, motivating anid I!Ilquﬂl .1 p m'ﬂlq
these. Such A relationship 15 prese ntie fon FgEHEE T
CSC. . ’ .
r-‘ Mativating | »| Motlvation
Mollve |
Engagement in

necils and provieing
nviromment

Activating

ks
I:ﬁds in Ir:dh'lduﬁﬂ merd satisfaction ¢

FIGURE 9.1: Relationship between motive,

'!lll'rr h-
bieh avirmiy \

motivating, and motivation

Nature of Motivation

ture relevant for human be
Base an of motivation, we canl derive ils na thavicsss
d ot e defiik) vation clarify its nalure:

in organisation. Following characteristics of motl
ividual's motives which are internal 15 1,

1. Bas. d on Motives. Motivation is based on ind
form of feelings that the individual lacks something

individual, These motives are in the
arder to overcome this feeling of lackness, he tries to behave in a manner which helgs -

overcoming this feeling.
tion is affected by way the individual is motivated. The sz

2. Affected by Motivating. Motiva
faction. Besides, it can also activate the latent needs ot

of motivating channelises need satis
hat are less strong and somewhat dormant. and harness thes

individual, that is, the nceds t
in a manner that would be functional for the organisation.

3. Goal-directed Behaviour. Motivation leads to goal-directed behaviour. A goal-dirscts
behaviour is one which satisfles the causes for which behaviour takes place. Motivatien 2=

profound (nfluence on human behaviour; in the organisational context, it harnesses buz=

energy to organisaitonal requirements.

::; Related to Satisfaction. Motivation is related to satisfaction. Satisfaction refers 1= &
H;I;nhuml experiences of an individual which he derives out of need fulfilment Thes
dction is a consequence of rewards and punishments associated with past experiendes

It provides means to analyse outcomes already experienced by the individual.

5. Perso
iﬂdlwlil.lﬂ.in {:E’g“mg:n:: Totality. A person is motivated in totality and not in part Eact
affect his behayi i allon is a self-contained unit and his needs are interrelated. T
i mcuur In different ways. Moreover, fecling of needs and their satisfaction 5
process. As such, these create continuity in behaviour.

of %

6. Complex Proce

Nbire of vigat an;l-t h'::'h::uvaunn s a complex process: complexity emerges becaus ot

generate complexity | ype of behaviour that is attempted to satisfy those needs: 1
¥ i motivation process In the following ways:

“j H'EE.[I-.E are |
not be qu‘it-:n;:'.l.?:: E-‘Ltnga of individuals and sometimes, even they, themseM g
human needs ang pr.?:t,lhﬂ' needs and the priority of these. Thus, uudtrstii“dw
(M) Even If needs gre 11:'I-:nt.1flll:r;:El nt;lm“a for their satisfaction becomes dlﬂiﬁﬂ‘-“ﬂd f
- the problem (s not jeular
over here as a part e cente

result intn o
P !ﬂ'l:rl:nt
behaviours from different individuals because of thelf
p. 397

- ]
D‘ﬂtlﬂ'l K, Mtﬁrhﬂ.l;l,
M,
n"ﬂgﬂ'ment Fﬂnﬂpfl,l: and Pract
lees, New York: Macmillan, 1974
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Theories of Motivation

From the very beginning, when human organisaitons were established. people had tried o
find out the answer of ‘what motivates people In the organisation most’. The starting was
made by Frederic W. Taylor and his followers Frank Gilbreth, Lilhian Gilbreth, and Henary
Gantt, in the form of scientific management and more particularly ‘differential piece rate system
This system was concerned with using financial incentives 1o motivate people n the
organisational context. Then came the findings of human velations which emphasised security
and working conditions at the job besides financial incentives for work motivation. In early
1960s. those concerned with work motivation started to search for anew theoretical foundation
and to attempt to devise new techniques for application. The earlier part of these approaches
was based on the types of needs that people had and the way these needs could be satistied
so that people would be motivated. These theories are known as ﬂ-ﬂﬂttnllthfﬂﬁﬂ of
motivation. Maslow gave the theory of need hierarchy; Herzberg proposed two-lactor theory:
McClelland emphasised on power, affHiation, and achievement molives, and Alderfer proposed
three groups of core needs: existence, relatedness, and growth (ERG model]

Because of lack of uniform findings In various researches based on the content apgi caches,
stholars tried to find oul the process involved in motivation which led to the emergence of
Process theorles of motivation. These theorics are more concerned with the -:-:ng:‘nith'c
antecedents that go into motivation or efforts and with the way they affect each other. Vroom
Proposed the theory of work motivation based on valence and expectancy. Porter and Lawler
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d their own model. Behg
odel and suggj:;t equity theory of work mn%

some reflnemer™ = o ese with the work motivation, [hm;E!
made fequity toth rure of human belngs r some insights in und Emh”uq

;ddedth:mncﬂ“ el 13 relate the na — tlom they offl
1o work motivatiot r's theories X and Y and
ned 10 e McGrego Ouchry

eis is that there may be overlapp
g theorics into calegor the problems of mnmaunrr: :.l;m

h
tivation approac
of m[;mslsc similar set of relationships. These rthuﬂmh;m

; { how he will be able to satisfy his need,
his Wj:f;':";u these theorles have their relevance ﬂfl:ll]-&ut:
is £q may not work because they ar, Ao
‘context. and w ¥ . Therefore, mntinggm-,y
3 ||,:d in ,ﬂﬂ. situations q
unified theories which ]ﬂ:;::?:gunngﬂﬂ cy theory has not been fully developed as yet y-
motivatian is rEqUﬂ‘m'fd_;:us ‘heories of motivation to find out what they propose and ¢,

Jet us go through _ :
u;pllcaE:uns for motivating people in organisations.

MASLOW'S NEED HIERARCHY
cular moment is usually determined by his

individual at a
The behaviour of an in pard certain priority. As the more basic needs z,

eed. Pevcho ts claim that needs have a
. f Icfﬁdua] seeks to satisfy the higher needs. If his basic needs are not met, effors

satisfied, an in :
to satisfy the higher needs arc postponed. A.H. Maslow, a famous social scientist, has givenz
framework that helps to explain the strength of certain needs.® According to him, there seems
to be a hierarchy into which human needs are arranged as shown in Figure 9.5,
Scll-actualisation

Somt confl
(hese pmpﬁlliﬂﬂﬁ are nol { theorics in this gmupﬂ.f

sariou

Esteem

Securlty

Physlological

FIGURE 9.5: Maslow's need hierarchy

1.

m:htz’;i;ﬂuil Needs. The physiological needs are at the top of the hierarchy because e
satisfled to the d tighest strength until they are reasonably satisfied. Until these needs
ctivitics will pm':irhele :Efdf—d for the efficient operation of the body, the majority of a pers®®*
A famous saying ‘ma : E: ;Lﬂmn:::ﬂ:é:g';]ﬂw other levels will provide him with little

first try to acquire necessities for their sl:?:f\l:vi:fwm "Rp B orgenata Gk Rait
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has suggested thal oene's d

F ﬂ;—ﬂﬂ“ﬂ a | i lile ‘“W“Tﬂﬂﬁ-ﬂﬂtirily 15 an im tan

chnﬂslﬂgnj“b' Organisation can influence (hese securlly needs clm Pt:q'::::‘:ljj?i:;!:x;

pc.r:ﬂ"-"“ plan, Insurance plan. elc.—or

After the first tw
goclal Needs. © needs are satisfed, soeinl pe
: an s " etla become im
nl.'fd hierarchy. Sinee WEn 15 3, aotial belng, he hos o mieed 1o ht!nl'l.l?, ant 1o hﬂil:cﬂplt::rl;tg:

ouis ErOUpS. When social needs become (a
;':]I:“u“g.gr':llh others. Il the opportunity for m;::::'lg:lr:ﬂ:’t';“:::::{:-'lllcztrll:: for meaningful

take vigorous action against the obslacles to soelal lfl1trcnur1:,¢ IIJ'ﬂ 11;: reducerd, men
ers form informal group environment, Sucl ehwirctiment ‘-’JE'lr'l."]{;I 2 r n:;pmsaunn.
routine, tedious, Or over-simplificd, This situation Is made worse wlacfwﬂt e wr;ri: In
supervised and controlled, but have no clear channel of communication with mar:a::n‘:: D:MII 4
this type of environment, workers depend on informal groups for suppeitaf wfiliiied ur;; ul;

peeds such as affiliation.

4. Esteem Needs. Thecsteem needs are concerned with self.respect, self-

nal worth, feeling of being unique, and recognition. Eauafalz:li:n of mﬁﬂﬂﬂﬁdcnduz Pm' . rﬂ!,g
feelings of self-confidence, prestige. power, and control. The satisfaction of esteemn needs is
not always obtained threugh mature or adaptive behaviour. It is sometimes generated by
disruptive and irresponsible actions. Some of the social problems have their roots in the

frustration of the esteem needs.

5. Self-actualisation Needs. Self-actualisation is the need to maximise one's potential,
whatever it may be, This is related with the development of intrinsic capabilities which lead
people to spek situations that can utilise their potential. This Includes competence which
implies control over environmental factors, both physical and social, and achievement. A man
with high intensity of achievement needs will be restless unless he can find fulfilment in doing
what he Is fit to do. As Maslow has put it, “this need might be phrased as the desire to become
maore and more what one is, to become everything that one Is capable of becoming.”
Maslow suggests that the various levels are interdependent and overlapping, each higher-
level need emerging before the lower-level need has been completely satisfied. Since one need
does not disappear when another emerges, all needs tend to be partially satisfied in cach area.

When the peak of a need Is passed, that need ceases to be the primary motivator. The next
ed, it still influences behaviour

level need then begins to dominate. Even though a need Is satisfi

because of l,ntr.rdcgipttldfnt and overlapping characteristics of needs. This relationship among

different needs has been shown in Figure 9.6. e
actualisation

Spcial Esteem

negatively by arousing fears of being fired o latd off, or

pften

Physiclogical ~Safety

[ntensity of needs

FIGURE 9.6: Relationship of new tevel of needs

-.___________
: " h, 1968,
Peter F. Drucker, “How to be an Employee,” Psuchology Today, March
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are n::“ﬂ?; rf:;:'ﬁi::::”;“f‘—ﬁ- even the person concerned may not be aware about his
own - n is: how can a manager know the necds of others?

These are 5“““?' hﬁsmﬁ"ﬂh]“mﬂ Involved {n the application of Maslow's need hierarchy

AL ﬂfﬁ’ﬁle“‘j‘; ;{:‘lﬂiﬂﬂt-;t can be seen that (he role of Individual 1s very important, Since

mdiﬂd“ﬂs i ﬂt-;l o Fr all ¢ quile possible to preseribe one standard action for solving
motivational probiems of all persons, rather, a contingency approach has to be applied.

ERZBERG'S MOTIVATION-HYGIENE THEORY

Need priority. to a great extent, characterises the types of behaviour, Tt will be sither ditecied
ds achieving certain desirable positive goals, or conversely, towards avolding other
desirable. negative consequences. Thus, a question may arlse as to what variables are
er celved to be Jdesirable goals to achieve, and conversely, undesirable conditions to avold, In
this connection, 3 research study was conducted by Frederick Herzberg and assoclates of
Case-Western Reserve University.? This study consisted of an intensive analysis of the
ences and feelings of 200 engineers and accountants in nine different companies in
pinsburg area, U.S.A. During the structured interview, they were asked to describe a few
us Job experiences in which they felt ‘exceptionally good' or ‘exceptionally bad® about
jobs, They were also asked to rate the degree to which their feelings were influenced—for
hetter or worse—by each experience which they described.

On analysing the information from the interview. Herzberg concluded that there were two
categories of needs essentially independent of each other affecting behaviour in different ways.
His findings are that there are some job conditions which operate primarily to dissatisfy
employees when the conditions arc absent, however, their presence does not motivate them in
a strong way. Another set of job conditions operates primarily to build strong motivation and
high job satisfaction, but their absence rarely proves strongly dissatisfying, The first set of job
conditions has heen referred to as maintenance or hygiene factors and second set of job

conditions as motivational factors.

Hygiene Factors

According to Herzberg, there are ten maintenance or hygiene factors. These are company
policy and administration, technical supervision, interpersonal relationship with supervisors.
interpersonal relationship with peers, interpersonal relationship with subordinates. salary,
job security, personal life, working conditions, and status. These arc not intrinsic parts of a
Job, but they are related to conditions under which a job is performed. They produce no
growth In a worker’s output: they only prevent losses in worker’s performance due o work
restrictions, These maintenance factors are necessary to maintain at a reasonable level of
satlsfaction in employees. Any Increase beyond this level will not provide any satisfaction to
the employees; however, any cut below this level will dissatisfy them. As such, these are also
called as dissatisflers, Sinee any increase in these factors will not affect employee's level of
sifllsfaction, these are of no use for motivating them.

Motivational factors

:;E factors are capable of having a positive effect
nr:-taum one's total output. Herzberg includes six
i achievement, recognition, advancement, work Itself,
wmﬂs[ of these factors are related with job contents. An increase in the

& Mattvation to Work, New York: Jahn
Cleveland: World Publishing, 1966

on job satisfaction often resulting in an
factors that motivate employees. These

possibility of growth, and
ze factors

B

Fredecsey.
Wiley, ;HHHE'"E- Bernard Mausner, and Barbara Synderman, Th
. and Frederick Herzberg, Work and the Nafure of Man,
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will satisfy the employees:-however, any decrease will not affect their level of sag
Since, these inerease level of satisfaction in the employees, these can be used in g
them for higher output.

Herzberg maintains that potency of various factors Is not entirely a function of the factgr,
themselves. It Is also influenced by the personality characleristics of the individualg pmra
this point of view. individuals may be classified into (wo groups—motivation seekerg ann.::
maintenance scekers. The motivation seckers generally are iadividuals who are primg,
motivated by the ‘satisfiers’ such as advancement, achievement and other factors associafe |
with work itself. On the other hand, the maintenance seekers tend to be more concerned wig,

factors surrounding the job such as supervision, working conditions, pay, etc.

factiy,
tlvaurbg
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E;: JcCLELLAND'S NEED THEORY
k ghortly after World War II, a group of psycheologists led by David C. McClelland of Harvard
university began to experiment with TAT (Thematic Apperception Test) to see if it were sensitive
enough to detect changes in motivation that were caused by simple attempts to sway the
individual's attitudes. In order to simplify their task, the group decided to select one particular
motive for intensive analysis. For, It was not long before the implications of the achievement
motive were recognised that it became the subject of intensive investigaiton in its own right.
McClelland has identified three types of basic motivating needs. He classified these as
need for power (n/PWR), need for affiliation (n/AFF), and need for achievement (n/ACH).'®
Considerable research work was done by McClelland and his associates in this respect.
particularly, on achievement motive:

Power Motive. The ability to induce or influence behaviour is power. Power motive has been
formally recognised and studied for a relatively long time, The leading advocate of the power
mative was Alfred Adler. To explain the power need, the need to manipulate others or the drive
for superiority u... others, Adler developed the concepts of inferiority complex and
compensation. Accordingly, the individual’s life style is characterised by striving to compensate
ot the feelings of inferiority which are combined with the innate drive for power. McClelland
ind his assoclates have found that people with a high power need have a great concern for
SXercising influence and control. Such individuals generally seek positions of leadership: they

I
Jul""____;_i_'i__m_n_‘lf:rs&ﬂnn; they are forceful, outspoken, hard headed, and demanding.

"Dy
"4C. McClelland, The Achlevement Motive, New York: Appleton-Century-Crofts, 1953,
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Affiliation Motive. Since people are social animals, most Individuals like tg Inters, !
with others in situations where they feel they belong and are accepted. Sometimes, airi'j??dh‘

Affilfatjop -

Is equated with social motives. However, the affiliation motive is not so broad,
a very complex but vital role in human behaviour. The study of affiliation is com plicatey hjirhh
i

fact that some behavioural scientists believe that it is an unlearned motive, However th J
f ffau

Is partly true. McClelland has suggested that people with high need for afliation ,,
derive pleasure from being loved and tend to avoid the pain of being rejected Th:;luajiy
: dtp

concerned with maintaining pleasant social relationship. enjoying a sense of intipg
understanding, and enjoy consoling and helping others in trouble. ¥ any
Achievement Motive. Over the years, behavioural scientists have observed that some

have an intense desire to achieve. McClelland's research has led him to believe that [hepﬁnu;jk

for achievement is a distinct human motive that can be di
e distinguished from other needs. |
also be isolated and assessed in any group. MeClelland has identified four basic [:harau:t:-n;;i:

of high achievers:

ereic o the peroon poseeomig e mp ,Erob by he smple most descrptivechar
€S8, achiev :

that a high achiever would takﬂglﬂgilgil:']gk_g. ement need. This is against the common Senss

2. Immediate Feedback. Person with high
N/ACH desires
and precise feedback information about how he is ngm::j?];?::' :‘rl:lji;:l:l;;;]ﬂ'}flde immediat:

sake or for the material benefits that it can buy.

4. Preoccupation with the Tasiks Once a k|
. igh achieye
II:':_I rﬂ]f:supfed with the task until it is successfully mmplfefcﬂml—tls . EL‘;J, he tends to be totally
¢ put his maximum effort in completing the task, This htpmﬂ Il ~ot feel satisfied unless
often reflects on his outward pPersonality, which frequently | of r.edicated commitmen!
come in contact with him, ¥ 1as a negatiye effect on thoge who
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gR'S ERG THEORY TTHEIUIS needed, N

ded an extension of the M; i
]'fﬂ- hﬂ.s pl‘m'“l c -]HIDW i | neeel ] ier: :
Alde of motivation, particularly the former. Like the F‘rf":l ;:;r'nl:ljr anel Herzbergrq twe-factor
here 15 8 value in categorising needs and that there Is a basic ;:Ih:iml“f ‘L aerfes believes that
and higher-order needs, Based on the emplrical wm“;“ﬂtt:‘ﬂn between lower.ardes
s to be some overlapping between physiological, sncurlfty ﬂ:d © has found that there
kpes of demarcation between social, esteem, and achlevement llitnds :Iﬂcial nieeds Also, the
st observations, Alderler has categorised the various needs into th rg.:_‘:t:;t tlear. Based on
needs, re]atcdn::ss]rlleeds. and growth needs. The first three letters of these T
il it ERG theory. vty e
Needs. Existence needs include all needs related tq
of an individual. Thus, existence needs group physiological and safety needs of Maslew nto
mne category as these have similar impact on the behavour of the individual.
Relatedness Needs. Relatedness needs include all those needs that

; : Involve relationship with
sther people whom the individual eares. Relatedness needs cover M e

aslow’'s social needs and
that part of esteem needs which is derived from the relationship with other people.

Growth Needs. Growth needs involve the Individual making creative efforts to achieve full
potential in the existing environment. These include Maslow’s self-actualisation need as well

& that part of the »<teem need which is Internal to the individual like feeling of being unique,
' feeling of personal growth, etc.

Phﬁlﬂfﬂgltal and safety aspects

ERG theory offers the following propositions so far as satisfaction of various needs is

r-_-_'_'——-—

Eﬁ;{l&dcr{m Existence, Relatedness, and Growth; Hurnan Needs In Organisational Settings, New
ctis, 1872,

-
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rchy only In the sensc of decreasing COncre

existence O relatedness and to Erﬂ‘-ﬂh :
reasin abstr '
an satisfy thost needs I:ccnmi:] mcmm_] mg:l!;r n:auI:iL b
c : . cr
ways tn which lh'::'"l [ sntisfaction of any lower ﬂrcd sy i) :1? -
2. The risc in the Imitw lace s taken by another ne h-t:, mnvl::ﬂ i § al |y at'l-*'!!';
o |mpnrtﬂnﬂﬂ-Pr;}LEm““ and creative, and a8 : evel, he
move to becomc

himsell. te necds Mirst and the

higher goal for ; their most concrete n, th
to satisly : “

By Peogte Il;k;?crit?dq In this way, progression of need satisfaction of Egg
on to the abstr: o

T 0 i{'. first Hﬂll.‘:l-[ thelr Il']i",l.l‘:r ne Ll
is simila o Mas “w",.-q n:q:d hier: Tl’.‘]:.'ljl'. Ul-‘“ 15, [H: P :‘f' "’I.*
‘l:li "'l.l':- LWE:‘;ELE to the sa act .'[th A in that : HWE‘H:‘:I'. Al
gr.'i wally L= L‘mf 1ction DI cr nec LIE n IIﬂ oI dl!l

pa form hier

As people move from a focus on
I
1
i.

s
one step further. He argues that along with satlsfaction-progression, Penple .

:ﬂ- S‘Ei I‘| ‘ﬂ iﬂ'. r »

The relationship between Maslow’s need hicrarchy theory and Alderfer's ERG theer ,
presented in Figure 9.8.

Need hierarchy ERG theory
Sell-actualisation Growth .
Esteem - Sell ;
= Relatedness |
Social l
i Existence

Physiological ]

- FIGURE 9.8: Relationship between need hierarchy and ERG theory 1
Implications of ERG Theory

Alderfer has conceived ERG needs along a continuum which avoids the implication that =
higher up an individual is in the need hierarchy, better it is. According to this theory, difer=
types of needs operate simultaneously. If the individual's particular path towards satisfactit
is blocked, he may perstst along that path but at the same time, he regresses towards =
easily satisfiable needs. In this way, Alderfer distinguishes between chronic needs which e
over a period of time (like most of the lower-order needs) and the eplsode needs which &7

situational and can change according to the environment. From this point of view, ERG @-c-‘.'
provides us categorisa

tion of needs, thel o0
thelr aBafaetion. elr relationship, and the progression and reyressi

i

o EEp IR FELTEE JEFARE 4

VROOM'S EXPECTANCY THEORY
Criticising the content theories of motivation which are based on the needs ﬂfpeap[t un::h;
ternative theory which Is based on nmtwn.l‘-:;“ignm'ﬂ
mallvation process are more concerned with the
mﬂtﬁ:::lt: that go into 1';:.:n‘.l.lnrat|1:m or efforts and the way they relate to each other. ”
and vility nﬂpeun: ﬂ“—‘miﬂﬂ]; ]EDIT has its roots in the EO%[IHI‘I’E concepts in the cholce be wil ¥
motivated to do ey osical cconomic theory,! According to Vroom. PeOP " s |
things to achieve some goals to the extent that they expect that c& .

2 ctor H. Vroom, Work and Motlvation,

New York: John Wiley, 1964. |
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alierna
mﬁpﬂ caneously with ttl.]'.u: behaviour. Vroom's
ol d may be shown to be the algeh
mﬂ%fﬂum gebric sum of products of valences mitltiplied by

Motivation (foree) = & Valenece x B

xpectancy
s expectancy theory Is presented in Figure 9.9,
E:rpc?anr.:.r Instrumentalities
_ First-level :
te) . ; Second-level
Mouration ( outcomes ' outcomes
? Outcome 1a
Dutcome 1 I
T Citcome 1b
L Oniteome 2a
Outcome 2 '
L Outcome 2b

FIGURE 9.9: Vroom's expectancy theory

As shown above, the model is built around the concepts of valence, instrumentality, and
and. therefore, this model Is referred to as VIE theory. Various terms used In
Vroom's model are explained below.

Vileace. to Vroom, valence means the strength of an individual’s preference (0 a
mmwm terms equivalent to valence used In various theories of mnthrag:]n
are incentive, attitude, and expected utility. In order for the valence to be positive for individ o
he must prefer attaining the outcome to not attaining It; a valence of zero occurs T:fnd:ual
indtvidnal Is indifferent towards the outcome; and the valence Is negative when the indi

prefers not attaining the outcome to attaining it.

lnstramentality. Another major (nput into the valence is the muurnnntnlit::x fmmEILII:E :tﬂﬁ

outcome in obtaining a derived second-level outcome. Hunt and Hill have Sxep e @ 5\ 0

Promotion motive. For example, assume that an individual desires ng""ﬁ;ﬂ e

superior performance Is a very strong factor in achicving that goal. His ffs L The

to Luperior, average, or poor performance, I g L‘rutﬂ:;]ﬂ'-‘- E virtue of the
| outcome of l..ugh performance, thus, acquires a positive valence oy

of his
PErROn woyld b rlor performance because romotion
Ihu"pmﬂr F,m-t l:.nmu:nmeﬂéﬂr:;:f:l nutf:mcl is being instrumental in obtalning p

tcome). o
Pectancy, expectancy, that is, the p
thay g Another factor in determining ﬁlﬂﬂi‘;ﬂg is different from malmm:nﬁlﬁ:
St It ml:nr R W l:ad[:ﬂrﬂi: Eﬁr;;wmtulﬂlty in that it relates efforts to
P er
""-...___________ w

. al Research,” Human
m for Organisation
Orpe. 88 and I, Hill, “The New Look tn Motivation Theery

ation, Summer, 1969, p. 104.
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PORTER-LAWLER MODEL OF MOTIVATION

Buill in large part on expectancy model, Porter and Lawler have derived a substantially mg,
complete model of motivation and have applied it in their study primarily of managers E
They propose a multivariate model to explain the complex relationship that exists h%
Job attitudes and job performance. Their model encounters some of the simplistic traditions
assumptions made about the positive relationship between satisfaction and pﬂrfﬂmlm_ﬂ:-:
Porter and Lawler explain their choice for the expectancy approach as under:

“The emphasis In expectancy theory on rationality and expectations seems to us to describe
best the kinds of cognilion that influence managerial performance. We assume that man

operate on the basis of some sort of expectancies which, although based upon previous

experience, are forward-oriented in a way that does not seem to be as easily handled by the
cancept of habit strength,™'% '

The yarious elements of this model are presented in Figure 9.10.

Effort. Effort refers to the amount of encrgy exerted by an employee on a given task. Perceived
reward probability refers to the individual's perception of the probability that differents

rewards depend upon differential amounts of effort. These two factors—value of reward i

mpunn of effort-reward probability—determine the amount of effort that the employee wil

Performance. Effort leads to

performance but both of th t b al, rathes
performance is determined by ese may not be equ

the amount of effort and the ability and role perception of i

"“Ibid., p. 105.

I8
ILE‘;!B Porter and E.E. Lawler, Manager{al Atfitude and Performance, Homewood, M: Richard D It

"bid., pp.12-13.
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yotteatio” 195
If an individual has |
yal. Thus. as little ability and/or in
md:‘;{:“mm may be ineffective in spite of hig Putting In great 2;':;:::“ e 46
* e L DT e ow i i s A s
@(@ Abllity and iraitg I'Ercnh_\r:‘ﬂ;.l:”amt :’
4
Intrinsic i
rewards i
v | Effort —t— ] Perlormance 4 Satis.
A " accomplishment [ ™ & faction
I: Extrinsle | |
' | rewards

¥

Ferceived aflort- Hole perception :
rﬁ[ﬂl‘d prﬂhahl:ljt.’ :

R A - L

FIGURE 9.10: Porter-Lawler motivation model

Rewards. Performance is seen as leading to intrinsic rewards [such as a sense of
accomplishment and actualisation) and extrinsic rewards (such as working conditions and
status). However, the intrinsic rewards are much more likely to produce attitudes about
<atisfaction that are related to performance. In addition, the perceived equitable rewards
vitally affect the performance-satisfaction relationship. They reflect the fair level of rewards

ihat the individual feels should be given for a given level of performance.

satisfaction. Satisfaction is derived from the extent ta which actual rewards fall short, meet

or exce ual's perceived level of equitable rewards. If actual rewards meel or
exceed ;irﬂ'l:mi:nddégl?jtabltﬁewards. the individual will feel satisfled; if these are less chr:::
equitable rewards, he will be dissatisfied. Thus, thiz provides two 1m1;;lécs;jﬂl::t mm;
satisfactlon is only in part determined by actual rewards. Eemnd;hsaﬂgh EI']:I. e
dependent on performance than performance is on satisfaction. Dn]{:edr:]i kel mdmm:
feedback loops, satisfaction will affect performance. This is a mar ep

traditional analysis of the satisfaction-performance relationship.

Implications of the Theory

Based on the results of the study, Porter and Lawler poin rormance, and those vartables
10 affect performance turned out to show relations to perior ,

riormance’. After the
Presumed to result from performance also 1}-pically'W|:rﬂ :fI:‘l:’:iL{éE;m on the relationship
ToView of related research studies, they conclude that Over ad. erformance provides rather
ME!] "-'-?‘[pl’.l:tam:}r El.ttltﬂd':5+ m—lpurtaﬂcﬂ ﬂt[ltUdEE. anda p

lex than other models of
|mpumm support for our model. The model, although more comp " In practice too,

derlyi The
on, | h erent variables un ex phenomenon.
motivation ﬁﬂ,i: ; :hlx::ﬂ :mi:ﬁliﬂmt relationship rat]mrg:'::jmm; and that through
- 0el suggests that managers should carefully assess thdr[ the effort-performance-reward-
ok ing and clear definition of role r:quircm:;;;m of managing.
Hlafaction system should be integrated into an entire

Y THEDRT % nenresa. This theory has

t out that 'those variables presumed
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TTTTTT TUT o messurmuuLa pLALLG UL LIS DEOPIE 1D [NE organisation.
McGREGOR'S THEORY X AND THEORY b o

W
The management’s action of motivating human beings in the organisation, accﬂrd;ﬂiﬂ

McGregor, Involves certain assumpti ¥
behaviour and human nature. Thl‘.'.ﬂpt :::nlz e inationa and YPIRSEES rﬂauﬂga]t;ﬂﬁd L
mptions may be neither conselously cryst git

ﬂ'ﬂ .
overtly stated; however, these serve the purpose of predicting human behaviour- The d
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Mml’mn
g the tradi P
eheory X- f,::;:utms]nhau? ;:::;:i.tt-:,ﬁ:w ol human behaviour, In this theory, McGregor has
ertain ?:5 P chaviour. In his own worids, these assumptions are as
folloWws:
iz responsible [
|. Management ; or organising the clemenis of
! roduct t :

money. 1‘““":7”"-"* E"!‘:'P'ﬂn‘nl. people—in the inlerest of nmgnr;;::cc:;am g
g, With r‘f:;:“il.;frﬂzﬂ*;:' this 1s 1 process of directing thelr efforts, muti!m!mg them

eontrolling 5, modifylng their behaviour o it the needs of the orga m“um'
3, without this aclive intervention by management, people would be paﬂ'}t\l't.—l:'-l'ﬂl'll
mlﬁtﬂ.ll'lnl—-'fﬂ (:'rﬁ'itzlﬂﬂtlﬂﬂﬂl needs, T]IEH' must be p[]auadtdr rewarded .Fuﬂl!hﬁd
||:1:I'llll’ilié1t '—'d-hﬂn :“ ; :;':ﬂ“““ musl be directed. This s management's task. e often
sum it up by saying that management consists of gett :
it o) getting things done through other
The average man is by nature indolent—he works as little as possible
He lacks ambition, dislikes responsibility, prefers to be led.
He is inherently self-centered, indilferent to organisational needs.
He is, by pature, resistant to changc.
8. He is gullible, not very bright, the ready dupe of charlatan and the demagogue.

Ofthese assumptions, last five deal with the human nature and first three with managerial
srtions, These assumptions about human nature are negative in their approach, however,
much organisational proccsses have developed on these assumptions. Managers subseribing
these views about human nature attempt (o structure, control, and closely supervise their
employees. They feel ihat external control is most appropriate for dealing with irresponsible
and iminature employees. MceGregor belivves that these assumnptions about human nature
have not changed drastically though there is a considerable change in behavioural patiern. He
argues that this change is not because of changes in the human nature, but because of nature
of industrial organisation, managemecni philosophy, policy, and practice.

Theory Y. The assumptions of Theory Y are described by MeGregor in the following words: '*

effort in work 18 natural as play or rest The
average human being does not inherently dislike work. Depending upon controllable
conditions, work may be a sdurce of satlsfaction or a source of punishment.

2. External control and the threat of punishment are not the only means for hﬂnglni
about effort towards nrganlsaliﬂnﬂ'[ ohjectives. Man will mi.-rcldsc self-direction an
self-control in the service of objectives to which he is committed.

3. Commitment to ohjectives is a function of the reward associated with th:lrr ac_‘nirﬁmam.
The most significant of such rewards, e.q. the satisfaction of ego and self-aciualisation

{sational objectives.
pny ¢ of effort directed towards organ
i DE S Bl B andittons not only 1o accept, but to

4. The average human belng learns under proper ¢
seek "“Pﬁgnslhﬂltyt Mnlllgancr: of responsibility, |“¢I:|ﬂf I":::;:IHIETH:::TI;::&E!&::'EE::;‘
ece, no nher H H .
<ot i " aE e y, ingenmity, and creativity

S The capacity to exercise a relatively high degree of l"mm“““mrruwl 1 te
in the solution of nl‘@ﬂ]ﬁﬂllﬂl‘lﬂl problems { widely, not nit ¥

Population,

Under the conditions of modern Indusl.rialt lI::i the Intellect
: average human beings are onl partially utilised.
By o SR.OD. cit,, pp. 46-47.

YL, o0 17 an T

1899

& ¢

P

1. The expenditure of physical and mental

8 ual potentlaliti¢s of the
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In the F”:ﬁii;::;pf:gl::hhau discussed one of the most important individual b 1

B Puu;fn_ e u;-m e ha::zttr deals with one of the mnnllmpnrmmi::lhw ItL:'?el Eh?':l‘-"l““m

ﬂﬁn which people prm“:lﬁ:tt;u of information, and cognitive nrﬂtaﬂtﬁpﬁ:‘fﬁ’iﬂm

computer, human beings also are inf nformation, Like central processing unit (CPU) of a

e arers it g |Iﬂunzmiﬁﬂ“ proceasors with one basie difference. While all

puman beings may differ because of thelr I’_‘]c::-:'l:::;::; EI[I::-:I1E:III:TI=1]::::' e S
"58.

le often see the sam
md?ﬂ.;mt e .;.rgamaauun? E?;cx;:;;ﬁ:nlﬁi?;ﬁ;?uythmh within the ﬂ:rganmallnna] context
e A on to a strike, a manager m r th
it cn o ke 1y v Wi e vk e s s, S
T Wekrs g ory. the supervisor may treat it as the carelessness of
e eat it as the high-handedness of mana t and lack of
adequate provisions of security measures, B
Thus, the situations remaining the same, cause
i s have been assigned different! different
ps of persons. In order to understand the significance of Et?:la phtnﬁmgﬂhﬂi- and to

upderstand why people see the same situati
and its different aspects. uation differently, one has to understand perception

Concept of Perception

Perception 1s the congnitive process. In terms of 5-0-B-C model, discussed in Chapter 3.
perception 13 the cognitive process which involves the O {organism) selecting, organising, and
interpreting the S (stimulus). Thus. perception is the process of selecting, organising, and
interpreting or attaching meaning to the events happening in the environment. Robbins has
defined perception as follows :

~Perccption may be deflned as a process by which individuals organise and Interpret thelr
sensory impressions in order Lo ghve meaning to thelr environment,”!

Based on the definition of perception, we may identify its following features:

1. Perceptonis the intellectual process through which a person selects the data from the
environment, organises It, and obtalns meaning from It The physical process of
obtaining data from environment, known as senation, is distinct from it.

3. Perception is the basic cognitive or psychological process. The manner in which a
person percelves the environment affects his behaviour. Thus, people’s actions.
emotions, thoughts, or feelings are triggered by the perception of thelr surroundings.

3. Perception, being an intellectual and psg,rﬂmlngical process, becomes a subjective
process and different people may perceive the same environmental event differently

b of the situation they choose O ahsorh, how they
sahiepang pﬂrtlcﬂﬂf g in which they interpret it 10 obtaln the

organise this information, and the manner ‘ . |
EE:: of the situation. Thus, the subjectively perceived ‘reality’ in any given setting

may be different for different people.

Sensation and Perception N—
Sometime sensation and perception as both are e c
Processes Ea‘nz:]':ftlfmn ;;E'dﬁ I::f;’zz:m string. Behavioural scientists generally acknowledge
o o 'y d their stimulation, but the facts of

that all know depends on the senses an
Faw sensory ;dfﬁ ﬁ:u‘;ﬁﬂ:jlfm :gpmdu.:e or to explain the coherent pleture of the world as
-_-_-___-__

I . Hall, 2003, p. 123
Stephen p Robbins, ﬂrgnmmml Behaviour, New Delhi: Prentice-Hall p
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82 Organisational Behauigy,

experienced by the normal person. In this context, it is important 10 understand the differenc,
between sensation and perception.

Sensation may be described as the response 0

; fe
senses are vision, hearing, touch, smell, and taste. :
continuously, both external and internal to human body and reactions in particular seq

= atlan may be reaction of eye to calour, ear
organ take place beeanse of these, Examples of sensa

t'!:-‘iaf‘n'-ll'ui ar?ﬂ e0 on. These examples show that sensation deals with very elementary behavigy,
I r phy ~al functioning,

that is, Jargely. determined by physiologica
Ftr::;*fiun is something more than sensation. It correlates, Integrates, anfd El-ﬁn:.prthmd‘
diverse sensations and information [rom many organs of the body by meﬁna r}h which a pergay
jdentifies things and objects, the sensation relates to. Perception classilies the stimull basey
’ on past experience (learning). feelings, and maotives. Thus, perception is determined by bogy

{ a physical sensory organ. The ph!ﬂim
These senscs are bombard by stimy,

L ism. However, sensation only
hysiological and psychological characteristcs of the organ
ap.:ﬂ?amﬁc organs of the body and is not affected by such psychological factors as 1
and motives, Dempey's statement further clarifies the difference between the two. "By meany
of my eye, I see, but it is not my eye but I who see, and [ tend to see an object in its to

a thing or event with certain gualities, with a figure and form set against a background'?
Thus, in seeing process, both sensation and perception are involved. Activation of eves to ses
an ohject is sensation, and the inference what is being seen is perception.

Boring has made distinction between sensation and perception. He says that “the distinetion
between sensation and perception is commonly made on the assumption that the sensation
refers to the action by a receptor when it is stimulated and perception refers to the meaning
given to the sensation,™

Based on these observations, distinction hetween sensation and perception may be made
as follows:

1. Sensation 1s a simple mental process whereas perception Is comparatively a complex

mental process. Ferception is a complex process because it is affected by a number of
variables.

2. By scnsation, the person just becomes cautious of the quality of stimulus; he Just
becomes aware of the stimulus like colour, form, shape, smell, ete. and by perception.
he derives meaning of the stimulus.

3. The person is comparatively inactive in sensation whereas he becomes mare active In
perception because he tries to know the meaning of sensation in this process.

4. Sensation may be considered as a part of perception because the former is the first
stage of the latter. The first experience of stimulation is sensation. and the process

related to the distinct knowledge of stimulus is perception. Only our organs and nerves
are aclive in sensation but all our body hecomes active in perception,

PERCEPTUAL PROCESS

Perception is a process consisting of several subprocesses. We can take an input-throughput
output approach to understand the dynamics of the perceptual process. This approach
emphasises that there is input which is processed and glves output. The stimuli in th
:g&;?":m“tf_'“m“m- events, or people—can be considered as the perceptual inputs. Th®
ﬂrganjsart?;: “r??“““ of these Inputs through the perceptual mechanism of selection
forkings. atut;iil;s rlt’:lerpretaliun can be treated as the throughputs, and the resultant nplniﬂ"":i
St This o1 - ete. which ultimately influence our behaviour, can be viewed as the percep!
i simplified process of perception is presented in Figure 5.1,
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Pereepiua) rhrl:1||111pn|. Prreepiual
-_- I"Hllp'lll'l
— Reeel VING —= Scleetiinmg —s
s g O aing —-e Tnterpreting Asilane

FIOURE B.
B.1: Simplineq Process of pereeption

e 5.1 1sa ’-'“"I::""”“"d version of PeErcepliu
plual (818
ﬁl:lurs which o in lnp'l.l'l-ll'lrmlgh}nllnmIlhu AL N dden i PETI. St

I proces
mmPrr,hanrc view of process of Perceplion. process af Pereeption. Figure 8.2 PR

Characteristics of
stimuli or INpULs

pnTua'! Perceptual mechanism Prrcepal
fnpu ol puals
— Objects »| Selection |
N nlerpretation al — AllHudes i -
_ E::::‘: SE ﬂ[lll'llﬂrﬂ B barvtiooar
- | o ; i — Feelings L B |
; rganisalion N — Values
| ‘ |
Characteristics Characteristics
of the situation of the percelver

FIGURE 5.2: Complex process of perception

Figure 5.2 of perceptual process presents three basic subprocesses or elements of
perception. These are existence of stimull, perceptual mechanism, and perceptual outputs.
Ferceptual outputs along with other determinants of human behaviour affect and shape
behaviour. Let us see how perceptual process works in terms of its three basic elements.

Perceptual Inputs

Strictly speaking, perceptual inputs in the form of stimuli are not the part of actual perceprual
process though these are necessary for the occurrence of perception. Stimuli may be in the
form of objeets, events, or people, Thus, everything in the setling where events oceur. or which
eontributes to the oceurrence of events, can be lermed as perceptual input, Further. the
characterisyics of stimuli are important as these affect the extent to which the perceiver 1S
Bliracted o these which affects the selection of stimull for pereeption along with other variables
aflecling selection of stimull like perceiver's characteristics and situational variables. When

E pereeiver interacts with a stimulus, sensation takes place which, we have seen earlier,

Perceplual process.

Perceptual Mechanism

'PE"-‘I_!Dlual et fuvolies thece el ements—selection of stimull,
"erpretation of stimull,

;;?m“" of Stimuli. After recelving the sti
T processing while others are screene

orginisation of sumuli,

muli from the environment, some are selected for
d oul because It 15 nol possible for a person to
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04
Jre two types of factors Which ap
gelect all stimull which he secs in the enuirnnm::;;-u ?’i:‘aumuu and internal related g fﬂ

selection of stimuli. These are external and types. We shall discuss
perceiver. These external and internal factors bre m the subscquent section of this Ehapl:

factors and their impact on the selection of stimull

dealing with perceptual sclectivity. e
1 { Stimull, After the stimull are received, these are Organ I]': fL 80me forp, In
Organisation of Stimull. various forms of organising stimull are figure-groyy, d
discuss the impact of these fato,,

order 1o make sense out of that. The

perceptual grouping, simplification, an

on perception in the section that follows percef
1 inputs that

[nterpretation of Stimull. The perceptua

s I jver 50 that he can sense and extr

interpreted by the perce y
erpret the meaning of what they
on in the situation. People Interp tions of people, things, and situations. They als,

organised in terms of their : .
haE:nmt fudgemental as well and tend to interpret the things as g::n:lfhai f :;jallmt[uuug]rl i

uite relative terms. In such a process, there arec ces sinterpretation
eeprtation o stm mull, situations under which

Interpretation of stimuli IS affected by characteristics of sti
pereeplion takes place, and characteristics of the perceciver. These factors also affect the totgy

perceptual process. For example. as discussed earlier. the characteristics of stimuli affeq
the same time. these may affect the interpretation alsa

their selection for perccption. At
Similarly, the physical, social, and organisational settings in which an object is perceived, als
ling the stimuli, the perceiver may commit mistake in

affect the interpretation. In inlerpre
perceiving because of several reasons. This aspect will be discussed in the section that follows

perceptual organisation.

Perceptual Outputs
Based on perceptual mechanism which ends with interpretation of stimuli, perceptual outputs

2::ﬁ|i-§1:n,ﬁ"['|;::;riu:puts mz::,- be]r; th:lfnnn of covert actions like development of attifdes.
. ; - impression about the stimuli under consideration. Thesc outputs along
:;th other factors affecting human behaviour may result in overt behaviour. For wmphﬂlaﬂw
occur, perception is not the sole decider though it is important. For example, when a person
sr_;iean“advertiﬁemenl of a product (stimulus), he may perceive that the Pl.'l:ldl;ﬂt is good This
The aftui;T'bszﬁ:;tdh:ﬂh?fr o e ropeckon o iy the protiol (overt behaviour)
. ailability of the product, y L

and his propensity and capacily to spend money for hl?}f'l ng the I;crl:; .l::tr B NS Prﬂd'-":

PERCEPTUAL SELECTIVITY

While discussing the
perceplual process, we hav
i s, ' ¢ mentioned th e
he people can sense only limited amount of infur:apll:: ﬁflﬂlflg ::;r:j;‘dﬂﬂ'
;r;trll?t:. ; ertain aspeets of stimuli are screencd ot
ed remain in the awareness of the pﬂﬂPl“wd

newspaper, they d the threshold. a
P €y to not read the entire newspaper but Unl;h:hf:zz:mm when people :I‘:f i
ews which interes i

Similar things ha
PFREn in ﬂl_hf:r cases |
caused by a vari 00, This is
by avariety of factors which may be groupeg 1:?:3?:};:5315;;%‘“[ 5ﬂ':tluwfi:ﬁ 1;:::'3'
ries: external and in

d closure. We shall
tual selectivity.

have been urganiscd will hﬁ'l.lte to h!
act some meaning of what is
have selectively percelved apg

External Factors in Perceptual Selcnuwr_];r

The external factors cons
ist of envir
characteristic. “amental
5 of perceptual inputs or stimulj '[’:EE::I‘I::IEB and are in the form of lh:
’ characteristics ma
y disti

ﬂ' H-_
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cular stimulus from other stimylyg of " 05
e l'n-rm of slze, I:I'lli.‘rlﬂli:,r, r[_-pnutiu“. N I Shme

ympact on the perceptual selectivity jy gy fulllt:tlu,:."m fa
CE

e, Size I5 a Ehﬂrﬂﬂltrlﬂ_“c wi
'tr:icttnn of the perceiver, Gnncrnl;m: II'I1EI_',I' Allect the perceplual selectivity by aff,
that it atira | ¥ Blgder 18 the afze of ¥ by affecting the
roabllity C1s the attention of e ' of perceived atimulus, higher is the

Pally letter of higher sizes n st “rt;r:ix::;::n;llrh: miay select It for perception.
2. hﬂﬂnllﬂ’:mﬂ"“ '“"{:ﬁ“ll’ principle of altentinn states th :t:]!mm pofbsrimn:

otimulus 15, the more Hikely LIS 1o be perceived. A Ioid umn | e IR Hie eH
18 noticed more as compared to a sofl saun 8. tedk adon ind, strong odour, or bright light
on the intensity principle, commercials on televisions ;r. PRI T RSN, S
programmes. re slightly louder than the regular

group. Such characteristies may be In
millarity, contrast, and motion. Thelr

g, Repetition. The repetition principle states that a
repeat
al :cnﬂﬂﬂ'E-E“-"“E than a single one, Repetition inereases ngm;sduﬁ::;::; :.trl::::‘;:g.;,i ::szt
£

stimulus. Advertisers use this principle by repeated advertiscment of the same product to

attract people’s attention. In the organisational context
routine work, is based on this principle. » TER NG Mtmaehon: B

4. Novelty and Familiarity. Novelty and familiarity principle states that either a novel or a
familiar external situation can serve as attention-getter. New objects or events in a familiar
selting, or familiar objects or events in new setting draw belter attention. For example, in job
rotation, when workers' jobs are changed from time to time, they become more attentive Lo

thelr new Jobs a2 compared to the previous ones. Similarly, communication in familiar jor
attracts more attention. EBANS

5, Contrast. The contrast principle states that external stimuli which stand against the
har;]:gmund, or which are not what pcople are expecting, receive more attention. Letters of
bold types, persons dressed differently than others, buildings of different colours in the same
jocality, etc. get more attention. Contrast is a kind of uniqueness which can be used for attention

getting,

6. Motion. Motion principle states that a moving object draws more attention as compared
to a stationary object. For example, workers may pay more attention to the materials being
moved by them on a conveyor belt as compared to the maintenance needs of a machine lying
next to them. Advertisers use this principle in their adverilsing by designing signs which
incorporate moving parts, for example, commercials on televisions (moving ones) get more

attention than print media.

All these factors are related to
their uses should he made proper
example, the principle that the louder soun

workers, they
in a factory to believe that if he speaks loudly to P18 e turning the workers off instead

1y b
However, Ling loudly, the supervisor may actua ,
of Eﬂﬂ:lrg Eﬂff Z?te:ﬁu?;. T}iris phennmﬂnﬂn may be trué in the case of other factors too

stimuli. While these faclors affect perceptual selectivity.
Iy, otherwise, negative COMSEQUENCES may emerge. FoOr
d attracts more attention may makKe & supervisor
will pay more attention.

Internal tual Seclectivity
L o 1al stimull, internal factors are related to the

While external factors are related to environmen select those stimull and situations

erall
Individual's complex psychological makeup. People EC1 thelr personality mativation, and

tible to.
from the environment that appeal to. ﬂrh::en::;ncﬁanw,_ulf-cnﬂttﬁ. bellefs, expectations,

other personal factors. There are a nurm
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e and pﬂrc:ptual defence—which fj
s¢ sallence. {r impact on perce
iy nmlia:.u;ﬁsﬁu{;l: tng:uffﬁmmn:"iaiifa et description of et A b
| whie
o great deal on the con
reeptual selectivity, It

selectivity is given below: he world @
on views le In PE
1. Self-Concept. The way 8 pers cept plays a1 internal 10 1’; based on the Individygy,

" Thiscon d
\mage he has about h imself ton-getting an ce others aceu

| form of piten t easjer (O 8 Tately
be thought of as an interna awlng onesell makes | y are likely to see In l‘.llht'f

lex hDIDﬂ(’E—I makeup- K istics which the
;?.:Tnnpph‘a t]:]'::: characteristics affect the characler i thelr uharntll:rlﬂﬂm,
They select ﬁl'll.y' that his pﬂﬂ:ﬂptiﬂ'n- Thus, a fact .

aspects whic + infiuence OB
found Iniid
. individual normally censer,
9. Bellefs. A person soM The
it is but whata per

5 bellefs have pro
ferred to as ‘maintenang,
conceived not on what : sting beli
stimulus Inputs © avoid disturbanc” n“:BLﬁllt Illgan individual self censors his Intake ¢

o rguc k: (11) an individual
nitive consistency hatz & actices from attack: seeka
of cog to shicld his heliefs and pr ces: and ({l1) the latter is pa

nications SO a5
ﬁ:::mummtiuns which 5|.:pj_:mrt his h-:ll:ti; ;?:::; E;-T:d:rgnnﬁ ke v thi I T

true when the beliels m;dﬂlpﬁauces in que
therwise been made of them. :
:. ons. Expectations affect what person perceives. EIE:F‘Z[;";';'[;;:" “latﬂij“ﬂh:
the state of anticipation of a particular behaviour from a P'Eﬁ[ﬂ“m ki “’Eﬂt lisationz]
setting, expectations aflect people’s perception, Thus. 8 technical m Eigﬁ ,‘::IIHPHD mlg;clr?uu
shout the technical features of a product from non-technical people, or union officials use
rough language. Such expectations may affect the perception. Though such expectations may
change because of direct contact, and expectations may fall near actual but a mental set about
beliefs, expectations, and values filters perception and may be lasting and difficult to change.
ned by their inner needs. The needisa feeling
issing something or when he fecls he has not

4. Inner Needs. People’s perception is determi
of tension or discomfort when one thin ks heism
different needs usually experience different
er or respond

quite closed a gap in his knowledge. People with
stimuli. Similarly, people with different needs select different items to rememb
they are engaged In wishful thinking which
Id, the day dreaming

to. When people are not able to satisfy their needs,

is a way to satisfy the needs not in real world but in Imaginary wor

According to Freud, wishful thinking is the means by which the Id, a part of personality.
altempts (o achieve tension reduction. In such cases, people will perceive only those items
which are consistent with their wishful thinking

5. Response Disposition. Response disposition refers to a person's tendency to pereei
Lﬂ:;ilarh stimuli rather than unfamillar ones. Thus, a person will perceive the things with
rm:gnis:néﬁll[:aemu:::a; Fl‘-lm example, persons having a particular value take lesser Ume
recognising the wc-rrd: :[ﬂng mplications in the arca of that value, but take longer Ume
religious value ook 1:1;5;??“13“'1 with value. In an experiment, persons having domi,
whereas they took inngertlmen:n in recognising such related words as ‘priest, or MinE%
or 'price’. n recognising words related with economic value such as @
6. Response Sallience. Respo

xct By the Similiarisy of tEcn:E J;Hdif;“::s Iiis the sel of dispositions which are dctﬂmm:;
PI_‘EdEPﬂﬂHﬂﬂE.Tﬁuﬂ,ﬂparucuIm problem Iuﬂﬂﬂﬂﬁ. but h}" the pgrsﬂn‘s own gﬂgl'itns
— N an organisation may be viewed as a marke!

Abelson et al. leds.), Theorles of C .
p. 775. ¥ Cognitive Consistency: A Source Boak, Chicago: Rand McNally !
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b marketing personnel. a
ol conlrol profyiem by nceouniing peaple and human e Eytlons

e sonnel poopl
jem BY per people, It indicates th
pro? helr pereepiion. The rensc B that type of responne aal
(R by are irained, They :‘lnl.ulrlt:::.rl 'I.:Illrhnmrunn "E‘H In l1:r'. Il:::t:ui:::ilr:lirﬂmr;rl:hn::ﬁwli
wedd o look gt the siinalion Teoam one point tal "IFE'F'

A !
for wiich
. ot from other points ol view,
U
ual Defence. Peroeptlon
L
i lefenee relers in ihe mereening of those elements which

£
n pilict and threatenin 1
A Eﬂthnt are not a part n!FIT::- H::‘:l.'-n.m people, They may even perceive other lactors 1o he
¢ : s sibundion. I"rrr:u:.phm‘l rlrl'ﬂ. r i i = ﬂah;:
W 1n T i e

denying the existence or importance of conflicting informal
1gdt:r 11:-: information (o match Jwe aolil one n].-rrmhI o
ng the new A s
ging new information but treating it as a non-repreacntative exreption

| ¢
distoriis

3: ﬂcknuwlt
1 evid
:_T:ﬁtf;;BE;\;lTﬁg:fi‘::‘dﬂélﬁLfﬂsamz m{ltﬂ.lnnm: of perceptual defence mechaniam.
' ss has derlved following conclusions
nally disturbing information has a higher threshold for recognition than neutral

or non-disturbing information.
2 Disturbing information is likely 1o bring about subslitule pereeptl

distorted o prevent recognition of disturbing elements.
3. Emotionally arousing information actually does arouse emotion even though the

emotion is distorted and directed elsewhere.S

pER{:EPTUAL ORGANISATION
ptual sclectivity deals with

There arce
On the hasis ©
1. Emotio
ons which are

the factors affecting the stimull for further processing
cation deals with the manner in which selected stimull are organised in

e out of them. People scldom percelve a stimulus in patches. Instead. they
identifiable whole objects. In other words. the

ming information into a me whole.
ouping simplification.

While perce
pr,rce]:ll:ual organi

grder to make sen
ceive organised patterns of stimull and

person’s pEr-':cptual process OTEAMNIsSes the inco
People organise the various stimuli on the principles of figure-ground, gr

and closure.

neiple. This
keep certain phenomena
tion is paid to phenomena which

phenomensa kept in background. For example.
as Mpure while the page on which the

Flgll.l':-ﬁruund

Frople tend 1O organise in
involves that in perceiving stimuli or phenom
in focus and other phenomena in

have been kept as figure and less attention 10
while reading a book, the letters printed are treated _
ption may change if certain stimuli are

letters have been printed 18 taken as ground. The perce

changed from figure to ground. For example, in certaln organisations. good performance a

figure for promotion In normal case} may be taken a5 background and maintaining
taken as figure.

relations with boss for promotion (ground In general case) may be

there 1s a tendency to group

n states that
certain underiying uniformities i grouping
Iy or similarity.

Grouping

The grouping principle of
several stimuli into recogni
People generally group var
Proximity. The proximity of near
are close together will be perceive
ement, Englewoo

nrgamsaun
. There arc
on the basis of proxim
oupl:g slales that a group of stimull that
{s or pattern of parts belonging together.

Hall, 1992, pp- 55-58.

pf::r-:ﬂptua].

sable paticrn
ious stimull

ness principle of gr
dasa whole of par

4 Cliffs, N Prentice

5
David Lawless, Effective Manag
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milarly. there arc ceriain characteristics of the percetved which Influence the PEr=t
rfc]ﬂﬂ“n‘ These are as follows :

1. The status of the person percetved will greatly influence others’ perception. _
E. The person being percelved is usually placed into categories to simplify the viewer s
' Lerceptual activities. Two commion categortes are status and role.

q. The visible traits of the person percetved will greatly Influence others' perception of
the person.

These characteristics of the pereeiver and perceived suggest extreme cornplexity In person
ception. There are chances that the perceplion may be distorted aned the perceiver may not
2T e the person correctly. Distortion in person perception may occur beeause of the
il owing factors:
1. factors in perceiver,
9. factors in perceived,
q. situational factors,

Factors in Perceiver

There may be several factors in the perceiver which may Influence the perceptual mechanism—
selectivity. organisation, and Interpretation—in the context of the person being perceived. The

more jmportant factors are perceiver’'s personality, his mental set, attribution, first impression.
halo effect, and stereotyping
|

pality. Personality of the perceiver greatly influences the perception of other persons.
qu:}' influences perception because of two reasons. First, the perceiver tries to project

ity attributes in others, known as projection. Second, the perceiver tries to fit his
attitudes, beliefs, expectations to reality, known as the process of self-fulfilling prophecies.
Based on the review of several studies on relationship between personality and perception,
Hamcheck has arrived at the following conclusions.

1. Secure people perceive others as warm individuals, rather as cold and indifferent
people.

2. Thoughtful individuals do not perceive situation in terms of ‘black and white’ but
understand that there can be different shades of gray. Hence, they do not make
judgements based on single piece of evidence.

- 3. Self-accepting people percelve others as liking and accepting them. Those who are not
self-accepting tend to distrust others.

4. People tend to perceive others more accurately when they are more like the ones that
they are perceiving than if they are different from those who are being perceived.

These {mply that insecure, thoughtless, or non-self-accepting persous are less likely to
trceive themselves and those around them accurately, They will, in all likelihood, distrust,

Hisrepresent, or in other ways defensively perceive situations. This will influence the resultant
soaviour of the person concerned.

Set. Mental set is the tendency one has to react In a certain way to a given situation,
1S has been {llustrated by Massie and Douglas as such: ‘Suppose you are a contestant in a
~Simeet and are positioning yourself in your starting blocks as you hear the preparatory
f mands, ‘Get ready, Get Set’. When you hear the command, ‘'Go’, you take off at once since
il are alrﬂiy_ set and ready to this command.”” It is a very simple example of mental set. In

Ty ‘
i ,9?’;‘_“‘;?';;“& John Douglas, Managing: A Contempory Introductton, New Delhi: Prentice-Hall of
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The perceiver has an in

or soft) in appraising others. DE it B

R ] e lenic
perceiver's Tesponst S her his judgements ar
le and whether ret events as bein
oy U““::“:‘ﬁuuﬂn {5 (e process by which lz::::jﬁ::: ;L?::l::vn the Infor maumg ::u'm
Attribution. AllT v around them. | iheir behaviour and that of others ,,

lar aspects (0 the seiting AT
Err_i:.ar:lﬂll ?earupfn lrehave accordingly and ]thltas been oghserved that different persons
jeular way. Some persons assign the

he envirgnment.
sed by some factors it
cau ¥ neus of contral while others may

erenl ViEws im a part
about wity they Lehave e
e t lying internally it hem. kngwn as intern e ortings o1
aulis :I:m ‘f.:. lying outside known as extermal locus
assign the reaso . reses

t that the internals :
studies sugecs at the situations and events in which they find themselves:

king and are more aware (perceptive} of

ahly or unfavourable

d either favour LN
m:nﬂﬁﬂumptmns about human nature, 4
n

i ; desirable or unde
for socially sirah,
he looks r harsh. e

1. are more curious abo

9 use more information for decision ma
information; and \

3, adopt a more alert. caleulative attitude with respect to their situation.

As against internals. externals:

1. are less curious about their situation;

2  use less information in decision making and are less aware { perceptive) of information:
and

3. adopt passive, less calculating attitudes with respect to their situation.

Attribution of causes for events influences perception. For example, if the failure of
subordinate is perceived to be caused by external factors on which the subordinate does not
have any control, the manager may treat him as capable and trustworthy as against the reason
of failure is attributed to the subordinate. In the latter case, the subordinate may be treated
as inefective and irresponsible. Similarly, persons may attribute the reasons of their failure
to external factors to defend their ego. For example, if a person is bypassed in promation, he

may attribute the reason of his bypassing in terms that others have been promoted not becaust
of their ability but because of thelr being close with high-ups.

First Impression. It is very common that people evaluate others on the basis of first
impression, The evaluation based on first impression may be correct 1f #t is hascd on adeq s
EE significant evidence, However, since first impression evaluation is not based on adegquate
mnuTua:l:Ln;.ta :naj: not be true reflection of people being perceived. Even in such cases,
Sesals ua‘e on the basis of first impression, though incorrect. This can be ¢o
equent interaction, though crasing of first impression evaluation is not that casy

Halo Effect. The term hal
. o effi
il i i b elfect was first used in 1920 to describe a process In which 3

specilc s, The hall 1w o 2o o Unfavourable tswsed by Judes to evaluate S

actually se € Strves as a screen, keeping the er away [ro®

o o B The bl o vy S o sircoping S
3 elved accordl i g reas i

;ﬂ"ect. the person Is perceived on the basis of -:Ee“:: e vRteRry, whie — ekl

performance ap alt or event. Halo effect is more FEHESE

praisal where the dist
8E.J. Phares, Locus of Control: A Fe . ortion exists because the rater is influenced
1973. ) reonality Determinant of Behaviour, New York:
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dingl d
o or two outstan y good {or bad)
a:;mrdlngif- Bruner and Tagiurl note l‘:?:;mmanmﬂ and he evaluates the entire performance
; 1. when the traits to be perceived a conditions where the halo effect Is more marked:
: re uncl
5. when the traits are not frequently used ;:'rl_::::hEh avioural expressions;
. when the traits have moral implications,? pereeiver; and

. Stercotyping oc W
gtert £ occurs when the percety

teris er Judges or percelv

pasis of characteristics of the group to which he belongs. The ptrgt;:;cg :gla p:;r:n:don t::

Jual with specific set of his chara
mdt;:ave seen earlier that the pcmivziﬁgitil:;shﬁt:nt.[hf basis of his group characteristics.
roximity to ‘draw inferences. These similar E"mulls i:mulj on the hasis of similarity and
mon characteristics though many of re, then, perceived as having some
com ¥ of them might have dilferent characteri Simi
of stimull helps in perception but it also leads to distortion i apteriitics. SIUArLY
e ertain stereotyping at Shie bt ik Bt 1Mk HI; lII:I"I perception. For example, there
are inscrutable. Japanese are industrious, Americans are ma:;;f;,r ;_,ig I::; ':;E:fd' c::m";;
f ¢ musical and athelets. fat men are jolly, etc.” However, all individuals of 3 paru;:ljﬁa} g:gup
may not ncccaﬂa:‘ﬂy pPOSSEss those characteristics for which they are stereotyped Based on
the prejudices, the percelver may attach positive and negative attributes in greater dezree. For
cxample. gecord and Backman observe that “stercotyping is not simply the assignment of
favourable or unfavourable traits to a class of persons as a function of whether the ohserver
has a positive of negative attitude towards the person’s category. Most stereofypes have both
rawurat;}: and unfavourable traits, and more prejudiced individual assigns both in greater
degree.”
Stereotyping greatly influences perception in organisational context. [n an organisational
setting, there may he different classes like managers, supervisors, workers, union leaders,
.nd so on. Individuals belonging to 2 particular class arc likely to be pereeived on the basis
of the characteristics of the class to which they belong. The fundarnental problem with
stereotyping 1s that it may not contain a spread of truths and give risc to distortion because
sometimes perception, derived on the basis of a false premise aboul a particular group. may

be [naccurale.

Factors in Person Perceived
priated with the

Besides the [actors associated with the perceiver, {here are certain factors ass
person perceived which also ca o ption. Two such factors are more

use distortion in perce
common: status of the person and vi
e ranking may be based on

sibility of his traits.
. thers. Th
Status. Status is a relative ranking of a person vis-a-Lis @
one or more of these characteristics: social or urgﬂulsaunna.l Fu“ﬂ;?&:jn;ﬂ‘riiﬂ:l::s ;ﬂ:r
knowledge, amount of wealth, and so o1 The target PErS0R, o) s Pc'i‘l;?.nn having high status
his status and not on the basts of I characteris e Th; T&F;E;ersmt having low status.
may be perceived to have many desirable qualities as compare
af the peroeiver There are

However, this may not be trué. e
ces percep
Visibility of Traits. Visibility of tmj“:jf;cl:ﬂ:;ghcaslfchcnesly. loyalty, etc. In such cases,

many traits which are not visible on . ience which may not be correct.
the basis of one® own eXpericl correctly which, ROWEVER

evaluation is to be made on it
tloseness amnng:u:uplﬁ ]:-I'ﬂ"-"ldﬂ np’pﬂrmﬂjﬂﬂﬁ to FCH:'I‘:JI‘I-'E the Lralls
are

are not always available. . + in Gardner Lindzey (ed.), Hanelboak of Soctal

b of
Teruose 8, Brvmer- i T Tagiirl, TR ROt 5
: - ad, p, 641,
icalogy. Canbeitlh: Ul ﬁddal;-: ';E:Fﬁ!;:hﬂlnguq New York: MeGraw-Hill, 1904,

“Paul F Second and Curl W, Backmm
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Learning Is another important psychologieal process determining human htha“ﬂur_
human species, unlike other animals, posscss an extremely high proportion of uny ned ;
capacity at birth, Human belngs have very lew Instincls or Innate response lene Cncles Fely '
to lower animals. While this may be detrimental io man in the sense that he is help)

long period in his early years. It Is favourable In the sense that he has greater Capacyy, |;.i
adaptation in response to changed survival conditions. This is because of his learpy Ngean,.
As such. learning becomes an important concept In the study of human behavioyr, m'?

Concept of Learning

Learning is a term frequently used by people in a wide variety of contexts. Yet, despite
diverse use, at the academic level, its concept has been recognised in only one way, or al£
most two, in which behaviour can be acquired or changed. Early behaviourists |jk,
and Skinner have used learning as a relation or association between two types of inef
Based on this concept, the principle of conditioning has been developed which we shall g,
later in this chapter. However, many psychologists do not agree with this view and they hay
viewed learning as a relatively enduring change in behaviour. This view is more acceptab),
According to the Dictionary of Psychology, learning means “the process of acquiring the abis
to respond adequately to a situation which may or may not have been previously €ncountersd
the favourable modification of response tendencies consequent upon previous experiencs
particularly the building of a new series of complex coordinated motor response; the fixatio
of items in memory so that they can be recalled or organised; the process of acquiring insigh:
into a situation.™

Sanford has defined learning as a relatively enduring change in behaviour brought ahes
as a consequence of experience.? In the context of organisational behaviour too, learning &
defined in this way. Mitchell has defined learning as follows:

“Learning is the process by which new behaviours are acquired. It s generally agreed that
learning involves changes In behaviours, practising new behaviours, and establishing
permanency In the change,™

In this text, we take learning as a relatively enduring change in behaviour due to experience

Nature of Learning
Based on the definition of learning. we may identify the iollowing nature of learning.

L. Learning involves a change in behaviour, though this change is not necessarily 22
improvement over previous behaviour, Learning generally has the connotation ol
improved behaviour, but bad habits, prejudices, stereotypes, and work restrictions
are also learned.

2. The behavioural change must be relatively permanent, Any temporary change If
behaviour due to fatigue or any reason is not a part of learning,

3. The behavioural change must be based on some form of practice or experience. ThU*
any behavioural change because of physical maturation is not learning, For instanct

Ilh 2 a]:j]j[}r to work which 1s based on physical maturation would not be consider
earning,

' Howard
C. Warren [ed.), Dictionary of Psychology, New York: Houghton MifMin, 1934, p. 151.

]
FH. Sanford, .

4 ltchell, Peopt
:Ri ip:‘; . ¢ i Organtsations; Understanding Their Behaviour, New York: McOraw-Hill 1984
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=matuf iy 1s a primary development whielh mhiesnilel exing bielore the learneed aetion FE ].n :ﬁ:nﬁ

e Jevelopment of physical abilities in ealled maturation ™4 ¢ . b e

i ‘hanges in a :
oy he due 1o physical and mental maturation, These chanpes nn:Er:alu: :Ir:ﬂ':r: : h::mm“
hanges are different from the changes due o e : gr. Hemweyer,

s ¢ arning, Natur
es maturation and learning is presented helow, e & OF Chtgrs s Drhrions

due 10

| Behavioural changes due to maturation are natural, while for learning, a person kas
1o make cllorts,

Changes in behaviour due to maturation are racial, but In the caae of learning, these
changes are only in the person who learns.

3. Practice of behavioural change Is necessary In learning but it is not in the
ease of maturation. pecessary

4. Generally, maturation takes place upto the age of 25 years but a person can @5 oo
learning throughout the life, ;

5 Maturation takes place irrespective of the conditions, favourable or unfavourable. but
Jearning is possible only in the favourable conditions.

. Since maturity i a natural process, it does not require motivation to change behariour
hut learning is cognitive process which is affected by motivation in some form.

COMPONENTS OF LEARNING PROCESS

A person recelves a variety of stimulus inputs. When specific stimuli htm;e t;mﬂmd &I;:;
specific responses in a sufficiently permanent manner letm:l n‘fcbumund mmmuh 4
or tends to elicit a particular response, learning has occurred. s i mpmtﬂm

ls impartant to understand the role of varlous components o ponenis

are. drive, cue stimull, responses, reinforcement, and retention.

*

Drive

achicn.
o—any strong stimulus that tmpels
Ll_',a_m'mg ﬂ-tqu:nu}r ocours in the Pl’tﬂtﬂﬂﬂ ﬂfdﬂ'\f 8 k:!.[. is not ﬁi‘m!,blf because drive

Whitheut d arning does not take place or ; he basis of motvatoa. A
Rrouses an iLvJIIJ;uﬂ :ng d keeps him ready (0 rﬂpun?.;:'ﬁn:::tzltmwd! the specific goal.
motive differs from drive manly in that it 1 Furpn.!ﬂ:-ll ity without specifying the AR o4
Whtreas drive refers to an increased Pmbabl"ll' o uf:ﬁrvphraluluﬂ"f
dctivity, Drives are basically of two wckwimr?n often Interact.
Psychological drives. These two categorics BEXSS r. it i necessary 10 €3
Many drives at the same time. To predict behiaviont:

4I¢ simulating the most.

Cue Stimul b
Cue stimul are any objects existing in the mﬂ:;:::::rzr to use the term
““Mmon tg speak of cue stimull simply as 8

-H"'"'--—.__,,__ k:
rnm. . _ o st Bachology, New YoT

Appleton, 1830-
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acitions under which a stimulus wij g,

150 e LA0E re may be two types of stimull so far 5, th,

interchangeably. The Idea here ;
i g% e mﬁpﬂ“;f Igzl:;rﬂllﬂﬂl!un and discrimination.

= of response are concerne
r— - s n responae is elicited by a similar g,

; ccurs whet
Generalisation. Generalisation © ke, they will have the same probability of m"ﬁl":‘

stimulus. [ two stimull are exacily a the stimull become, the lower will be the prc'hlbm‘
g

disaimilar
specified response, but the more lisation has Important impl
inciple of gencralls Plcation,
of evoking the same responsc. The prife y “.F.' man's actions across the time, ben

k ssihle siabilit
human learning. 1t makes po: nave to completely relearn each of the new tasks or l:hh;:

neralisahon, a person does not
ﬁmh constanily confront him. It allows the nrgnnlsmlunﬂl members to adapt to overy
) dified job assignment. The Individual eqq bory

changing conditions and specific new or Mo
from I:J:lla.;l learning cxperiences to adjust more smoothly to new learning situations, s

there are certain negative implications of generalisation for learning, A person may majs P
eonclusion because of gencralisation. For example, stercolyping or halo effect in per

occurs because of generalisation.
Discrimination. Discrimination is opposite of generallsation. This is a process whereby 5.
organism learns to emit a response to a stimulus but avoids making the same response i,
similar but somewhat different stimulus. For example, a rat may learn to respond to the wha,

colour but not to the black.

Discrimination has wide application in organisational behaviour. For example, a supervige
can discriminate between two equally high producing workers. one with low quality and othe
with h;g: E;a!lt:;jl Th:aj supervisor discriminates between the two workers and
respands only to the quality conscious worker. As there is no positive response (reinforcemess
the low quality producing worker may extinct his learning, Pu

Responscs
The stimulus results into responses, R
_ - Responses may be in the physical form or &
!t:rms of amrludcs. familiarity. perception, or other complex phfmf::ena. umﬁ
r:smg psychologists attempt measurement of learning in behavioural tm:n.;- that 3
ponses must be operationally defined and preferable physically observable. ‘

Reinforcement

Reinforcement is a fundam
ental condity
modification of behavipur takes place ?I‘Ili: ft::ﬂmlng. ot FEnfroement. no s
E?Thﬂlngltﬂ] Process of molivation, Howeyer "flf;tli'ﬂﬂfﬂrmrnent S vary Shoasty selobil 0
refore is broader and more comp] ' vatlon is a basic psychological process &
reinforcement. Reinforee Mplex than is implieq by the 1 Inciple @
of oceurrence of respons m::l‘:h’“ﬂ}’ be defined as enyy ronmental eve t: Eﬂrningmpf =
Is very important, of several ch they are assoctated e
. Of several reg - The role of reinforcement in
accompanted or close] PONSES made (o (he w
those which are atmrﬁl r:“fmﬂ by satisfaction [rtlﬂfﬂﬂ!l:f::nc Wthatsem, howe MR
Panied or elosely followed by ¢ ent] will be more likely to .
Y discomfort (negative rein.l'urcfmfﬂ';

Punishment) wil] he jpg
(his chapter a lipte Jager. " 10 OCCUT, Th
e later » He l't'mfnr{:l:ml:m
: principles have been di

Retention

Some of the leary i
Inigt s me is define "
kb ngm rtttaéggd OVer a periog of timli Eiﬁ:r;tuﬂ“ and the converse Is forg® o
ccific form rge * her may be forgotten. Extie
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nction. Extinction may be defined 109
“ﬁu ¢ is usually difficult to achieve b::a?l;“‘:f: of
e

resP
Eﬂ_ﬂ]ﬂd. Extlnﬂ'l‘.!ﬂl'l mtfﬁijf means
:: replaced by learning of mmnil;zlug:t responsc in question has bee
wn,rcinfﬂmﬂnmt* there is a tendency € response. Thus, under re ? rtpr:sﬁt{j ans
cy 1or the conditloned response tnzignmml rm':ldulnna o
crease or disappear.

ous Recovery. The return of
rﬂfﬂrm“‘mt' is called spontancous éﬁfﬁ:ftqﬁ“;mh after extinction, without Intervening
Je when they are confused under stress or ntancous recovery Is not u ‘
they iﬁgiilm::s:ﬂl];:c:;g| rﬂ;l:'c;_nan tendencies that have E::: ?:L::E“t:ls-hl ndﬂ;l D Wi
Las ously extinguished gth of an extinguished behaviour can aIE; b tdiei L ol
previ Y ngu response is rewarded in an Isolated instanc e recovered when a
i,

pACTORS AFFECTING LEARNING

learning is an acquired process, it Is
- quite natural that several fac
i
_Understanding of these factors is important for management hecaﬂ;: I::T:nanrl[mntir;:
its learning programimes through training or otherwise for improving the behm‘lﬁr of
-eeg al the workplace. The major factors affecting learning are molivation of the learner.

employ
his mental set, nature of learning materials, practice. and environment.

Motivation
Learner’s motivation is one of the major conditions for learning. As we shall see later in this
text, motivaton 15 something that moves a person to action and continues him in the course
of action already initiated. This course of acticn includes learning too. A positive behaviour
developed through learning results into reward while a negative behaviour results |nte
punishment. Thus, the degree of the learner’s maotivation is positively associated with his
learning, There are overwhelming evidences that support the generalisation that motivated
nses tend to be disrontinued.

responses tend to be repeated whereas non-motivated respo

mtmﬂl?'. Extinction af a well learncd
something is learned, it is never truly

Mental Set

Mental set refers to the preparation for 2%
prepared to act, he can do the things quicklg' and inm o
cannot go smoothly and easily. [t happens so because H1

do the act, and due to his level af activation, he geis inclined to perform

research studies also support this view.

action, in this context learning. 1f a person is
no time. Without mental set, learning

rsons mental sct getivates him o
the act. Various

Neture of Learning M 5
|ding the clue for understanding. There
First, if the learning

Nature of learning materials affects learning bY
fTect learning.
are a number of features of the learning materials Wl e ficult material takes 1‘-1':11‘:1 o
faniliar

reas di
B 5 cigebp qulcl:'l:.r B alt y, If the learner 18
- ot mpnrrd to when he 15 unfamiliar

understand. Second, famillarity with learnd F ly 18 €O
witsthe learning matertals. be €27 0 more AU efulness of learning aterials also affect
with th " an, shape. an rate.
EE:;‘.' :lfllrfar:'f:;::;lef::s positive. Jearning takes place at faster

Practice ing, The
jearnl and affects all types of learn
Practice s a very basic external Iﬂﬂdmﬂ;‘gﬂ Ernlllgnfﬂﬂiﬂl“ﬂ“ Most of the motor skills (lke
absor

more a person practises, more he il
tping, Mmmul elc,) arc learned hased on this principl

e ——
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Environment

. ts learning. Environment, herm refe
cess oocurs, affec
Environment in which learning pro

ulﬁ 3 uﬂ-“ﬂllﬂ] sct u .Iﬂ:r garnin | tors can 'El“ll![' ﬂ-l'.l'l:llglhlf:n or wes

P E{r Env runmcnlﬂl factors !
| e "}'  [W] achieve .E!_I'Id |-E.'i-r':l.l . Eonin ﬂl’!lﬂtlll. “""'I'l |I|_gh pl esSsuUre and h]gh rate af a'—]]
nnate Hbﬂ ]"E-Bn

ative impact on learning. Enwmnmcm
e pod of stress and has neg Wit}
ifm':lf Edfﬁppn]m?:hrnheslun and affillation has positive impact on learning,.
ealures 8 .

Learning Theories
siton of new behaviour. People acquire new heh,
Learning, aﬁigjﬂ“sfﬂ:;:;lzf;“hf IL.I.:L :;?;: on what is the process through which “"""htha:lﬁ:
. :ﬂq utl:::riili an“{?:jlrl there is disagreement on the theory behind it. This has resulted jny,
ﬂl‘-:mpmff:l of many theorles of learning. Many of these theorles are well-establisheq
others are in the process of evolution. These theories can be gruupﬁd Into three calegnris,
conditioning theory also known as connectionist or behaviouristic theory, cognitive Icamn{

theory, and social learning theory.

CONDITIONING THEORY

Conditioningis the process in which an ineffective ohject or situation becomes so much effectiy
that it makes the hidden responsc apparent. In the absence of this stimulus, hidden response
is a natural or normal response. This is based on the premise that learning is establishing
assoclation between response and stimulus, Conditioning has two main theaories: classical
conditioning and operant conditioning,

Classical Conditioning

Classical conditioning states that behaviour is learned by repetitive association between 2
stimulus and a response (S-R asscclation). The organism learns to t ‘ansfer a response from

one stimulus to a previously neutral stimulus. Four elements are always present in classical
conditioning. These are:

_ 1. Unconditioned stimulus (US}—like food which invariably causes to react in a certain
way, Le., salivation.

2. Unconditioned response (UR)}—takes place whenever the US is presented, that is.

. wﬁi;nt::-:r 31: nrgalﬂ ism (dog in the original experiment) is given food (UJS), it salivates.
- Conditioned stimulus (CS)—the object that does not injtigl] ired
response like the sound of the bell, o Al

4. -Cﬂﬂdlllm:td response [I:H]_,_a Parumlﬂ-rhﬂhﬂ,ﬂ
our tl
to the CS, that is, salivation, rthat the organism learns to product

famous Russian Physiologist
demo ¥ glst and Nobel Prize winner, Ivan Pavio¥
nstrated the classical conditioning process,5 A simple surgical procedure permitted Paviov

0g In the experiments, when Pavio¥
dog, he noticed a great deal of
Moo when he merely rang a bell [n:uli:é
no effect on the salivation of dog. In { + 1 Was established that ringing of bell was havi

bell. On this, dog saltvated, Tr g ... CX! 5t€P. Paviov accompanied meat with ringing of the

d. Th
rang the bell M*hﬂutPfH“ﬂ”ﬂEIfhiTlil:F "]:‘?:tiawljl;mﬂﬂattd several times, After that, PavioY
: ©. the dog salivated to the bell alone W

was originally a
Iginally a neutral stimulus having no effect on the behavig 1i In the new
shlﬂn E Paviow, The Work E_'.fﬂi lve Glan ur {EE '.-'EIUDH.}. n
TES ds (trang, W.H. T]“H'I'IFE“HI. London: Charles Grlﬂ’m._ 1902.
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pion. the du% ?ﬁnzf;gr:d“ifgmt? conditioned to salivate (conditfoned response) to the
d of the 'E"ﬂt s nadict mmlglus}. Pavlov went beyond the simple conditioning of his
dots sallva ith this pairis € bell. He next paired a black square with the bell. After a

per of ma:;ulus [bt:lll; 1:; ﬂlgtl.::; ISngs salivated to the black squarc alone. Tl‘lr.-{:url ginal
mﬂdmmfﬂ ET-_ lus (black square) Tht a retnforcing unconditioned stmulus for the new
mndiﬂﬂﬂfd gHR quares. This was called second-order conditioning, Paviov could

? (hird-order conditioning but not more. However, most behavioural sclentists agree that

!“['D peings are capable of being conditioned i
n discussed ahove, is presented in F“ig:ﬂeé_ ltl‘lm.ll the third order. Classical

gt
goult

I. Before conditioning
Meat (US) » Salivation [UR)
Bell (Neutral stimulus) ——— No response
II. During conditioning
Meat (US) + Bell |[C5)————=—= Sallvation (UR}
: MI. After conditioning
: Bell [CS] = Sallvation {CR)
i FIGURE 6.1: Classical conditioning
:'5-m“mﬂm,; of Classical Conditioning. Classical conditioning has some important
an behaviour, Since higher-order conditioning for learning

cations for understanding hum
Pliimnan beings is important, its implications must be recognised. For example, higher-

der conditioning can explain how learning can he transferred to stimuli other than those

' - shows
\sed in the original conditioning. However, the existence of higher order conditioning

‘f:tﬁ: difficulty nfg:ra::ing the exact cause of certain behaviour, as direct canse-effect rclauu:_lshliﬁ
;;:Im a behaviour s difficult to eagtablish, Another implication of higher-order mnd‘;gfﬁgﬁm
" fhat reinforcement can be acquired. A conditioned stimulus DECOMES reinforcing un

rewards (higher-order
“order conditioning. This shows the importance of secondary

' conditioning) in organisaticns. haviour
|earning, fails to explain total be

% laseical conditioning, though offers explanation 0P S8 0y iy oning though offers
ofhuman beings, Therefore, many psychologists Al CAbE Esﬁ;h man beings. For example.
explanation far Il;;amj.ng, does not explain total beha!.rlﬂurin ;crmemiug happens and We
O O ved that “classical conditioniog 15 PASCE B o origc, identifiable evert
Teact in a specific or particular Way. It is elicited in rnﬁpmmﬂhtichamr of people In the
and, as such, it explains simple and reflectlve bEhm“E;-y rather than reflective.

: Yisiiol beings.
organisations is emitted rather th earning process of human
limitations ef classical conditioning in ”{p]m:;:gsﬂl::nimn particularly, fﬁﬁ:;.l:ﬁf’:lcﬁ

' . People’s beh
Beadtd XEEE hﬁﬂ:}}LEheﬁaﬂnw affects. or operates

perant conditiontng.”

rather than elicited and it is voluntary rathe” thg learned through ©

Operant Conditionin 4itioning suggests that
y 5 effects. I ant £ that are either nol

he: s responses
e e respones il e pol B2 . ?:lll:nh:ﬁ:ur is voluntary and It 15
uce-Hall, 1994, D 112

: Pren
New Delby 1553,

]
-,‘Et"[-'h:uh Rok*Ins ﬂrgnnlsﬂtﬂnnlﬂehﬂl“ﬂ“';‘m vork: Macrmillan.
BY. Skinner. Seience and Human Behavlotir:
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determined, mantaindane controled b s conten e, CELSCPRCIEL L L e,
i upon e has thg

explore thetr environment and act upo the relationship between three o) trntnta.wu“'

(operant or also called instrumental] involves

2. behavioural response to the situation, and

3. consequence of the responsc to the person.
the operant behaviour is the application of brake by a vehicle drl'.-g,

le example of
to a?ni;ma?::m:m- Here. the possibility of accident without application of brake 15 sy,
situation, application of brake is the behaviour. and avoidance of accident is the COnseq

of behaviour, Through this process, human beings learn what behaviours will be rews, g
and they engage in those behaviours. g

Implications of Operant Conditioning. Operant conditioning has much greater Impact g,
human learning than classical conditioning Most behaviours In organisations are learnes

controlled, and altered by consequences. Management can use the operant condition lngpm:m
successfully to control and influence the behaviour of employees by designing the Sultakl,

reward system. Reynolds observes that operant conditloning Is the basis for Moder,
behaviourism and consists of the following :
1. A series of assumptions about behaviour and its environment.
2. Asetofdefinitions which can be used in an objective, scientific description of behavioy
and its environment.
3. A group of techniques and procedures for experimental study of behaviour in the
laboratory.
4. Alarge body of facts and principles which have been demonstrated by experiment !
These points show that operant conditioning leads to a very comprehensive approach o
the study of behaviour. Twe aspects of immediate relevance are r<inforcement of behaviow
and behaviour modification which will be discussed in this chapter later.

Difference between Classical and Operant Conditioning

%‘fﬂn&lﬁﬂw and operant conditioning differ in their approach to explain the causes
earning The major differences between these may be summarised as follows

1. I
n classical conditioning, bahaviour is the result of stimulus elther of first order o

m;;ﬁg;;;if :I:ant conditioning, many possible behaviours can result in
uation. Thus, in the former case, there may be direct relationshy

between stimulus and
. conditioning, response, while no such relationship is necessary in operad

2. In classieal g
nditioning, a change In the Stmulus (unconditioned stimulus *

Sponse but seryes 5 it the
ng of a cue for a person to em
emitted. & of response depends upon the outcome of the responst

» conditioned or unconditioned, serving & :
n[]mn.su to occur, In operant conditioning
Blves the correet response, Thus, resp?™ |

Is instrumental in receiving the rewar
#G.5. Reynolds, A Premter of Operant Conditioning

0
lenview, 11 Scott, Foresman, 1975, p. 1.
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§. Positively reinforce r
the Job.

7. Once the target behaviour gy

repr
continuous schedule of rtlnfnr:rl:n:::.:::;Ir:..:::rn:::" and strengthen It, first with a

h an Intermittent sehedule.
integrating Varlous Learning Theories

¢ discussion of varlous theorles of |¢
1o m'[a].ﬂ the [ﬂ‘gl': behind |f.ar|'||“H P
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Eproduct
lon of the larget hehaviour both In tralning and back on

rﬂrnlm;; leads us 16 the conclunion that all theories try
Qteas though they differ in their orfentations. Each

learning a
learning in all situations, Therefore. to R and does not fully explain the phenemmena of

» the relevant elementa of all th
enries to explain
© practice, this approach 18 more relevant.

Reinforcement .

Reinforcement can be deflned as anything that Increases the strength of response and tends
to induce repetitions of the behaviour that preceded the reinforcement. Sometimes.
reinforcement is equated with motivation as reinforcement plays Important role in motivaton.
However, both are different. As we shall see later In this text, motivation is a basic psychological

and ts much broader and more complex than the relnforcement as used in learning,
In addition, the basic core of motivation is needs which are cognitive in nature and are

unobservable. Reinforcement is an environmental event that follows a response. In general.

motivation is an internal explanation of behaviour whereas reinforcement is an external
explanation of behaviour.

As discussed earlier. reinforcement is very important for learning because behavioural
response is conditioned by reinforcement. Some learning theorists, however, consider that
learning does not involve reinforcement. For example, Mendick comments that "all that is
necessary for an assoclation to develop between a stimulus and a response Is that they ocour
together frequently. Reward does not seem (o be necessary. When reward is used, however.
conditioning proceeds far more rapidly and with greater vigour."!'* This suggests m?m
reinforcement is not necessary for learning, its presence increases the learning, V=
because when a behaviour is reinforced, a person tends to repeat the same rﬁpnns:.:;lm
emitting at the time of reward. This Increases the probability of that response being 2
when reward iIs presented again. Over a period of time, the person may 1Eﬂftﬂ Wdﬂmmw 5
behavioural response with the reward. Relationship between reinforcement an

Ppresented In Figure 6.2.

Consequences of
Eﬂm'lﬂtﬂﬂ B:E::nﬂ;:rﬂl behavioural response
even
E I Posltive
: Negallve
New behavioural | g
TESpOTnSE

FIGURE 6.2: Effect of behavioural consequences on learning
I--_-———

; L . , 1984, p. 16.
l‘Samﬂfl‘h. Mendick, Learning, Englewood. Cliffs, N.J.: Prentice-Hall
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Positive and Negative Reinforcement

a the behavioural response and |p
Reinforcement, positive or ﬂg&f‘;‘l‘ I[:ruea :::z':f:tl: l::-gnlll-": reinforcementn accompliah ﬁ.'lh 'II“ th,
probability of that rcs]?nn:;t':-dm”cm ways. Posttive reinforcement Atrengthens aned Iner
- bERAVIIY Bh Catp ﬂ: }”““ of a desirable conscouence, For example, g!umg pr
heewians iy e I‘rﬁsrr::::ur atask auccrasfulljf and well In time ia o Poaitive rf:lﬂlnr.:,, i
g stbordinate an comp ;. strengthens and Increases behaviour by the termination gr With, .
~ Negative "'nrc:;w:,;::rqurn ce. For example, If an employee wears casual tdreas a wmk;h'l
ofan "“d:ﬂ:‘" 1;{.,-;1,;:.& with offictal norms, he may be criticised b ¥ his sy Pervisor, .
ﬂﬂ?ﬁm mt‘:l-:ism (a negative consequence), the employee may start Wearing formg) reny
(desirable behaviour). Sometimes, confuslon arises between fCgative reinforcemep, I
punishment because both are considered to be the forms of negative control of b, a:
However, both work differently. Negative reinforcement strengthens angd Increases ¢,
behaviour in order to avoid undesirable consequence while punishment weakens and deer
behaviour that is being punished, For example, if an employee breaks Organisationa)
frequently for which he is punished with strong warning and a day’s pay-cut, in order o
the similar punishment in future, his behaviour of hrcakhig organisational rules will be
Thus. positive reinforcement increases the probability of desirable behaviour for gty

desirable consequence, negative reinforcement increases the probability of desirable behavios
10 avoid undesirable consequence.

This is known as extinction. Extinction decreases the fre

behaviour that was previously rewarded. If reward is withdr:
Previously reinforced, the behaviour will become less fre

€xample, in a smal] Organisation, the chief executive may encourage his efnplm‘ttﬂ. whos

Is small, for tnformaj discussion with him to know the reality of the situation. Whes
Organisation prows, he may not find ty

me for informal discussion. Therefore. he may start
Ing on formal points gn discussion and avoiding informa points. Discussion of informa
» Once rewarded, wy| extinguish in th :

¢ absence of reward. Thus, in an organisaticn
Positive reinforcemen Negative reinforcem I r :
: ent, punish "
B bt Punishment, and extinction may be used
Extrinsic and Intringic R:Infnrcemmt
Positive reinforcement 15 further eclasg

lour itself, 1t is artificial and ofte?
es of | _ Wideas. Intrinsic rewards, on
relationship to the behaviour jiger :-m::h“I u?lili;il]‘:l:}l:lril rhey ereate psychologically expect”
rapacity, assuming mg By Haltion of new skill, work performance to ;

Mg more responsibily and Intrinsto rcln?nn:crs 0

' learning areas, such as, traini®
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jtive reinforcement may also be classified

im 5 Fl.'ima
:ﬂﬂdlﬂﬂnﬁdr A primary reinforcer is innately E;m_mf!nnEﬁ?ﬁ:;ﬁg:f:ﬁ“ﬂ“gia“dlum“da'r.'lr or
i rectly reduces his

muﬁ\'ﬂ.ﬂﬂﬂ&l drive. Such reinf
pﬁmm'_ : ; : nlorcers are Indepe
un::ﬂﬂmtmﬂcd stimulus is an unlearned reward fﬂ? :}?:“;;LE;":“E'?:PETITCEEEMEuth.
s0n. Examples of primary

Jreers are food, sex, etc. which satisfy
physiolopic: .
t gical needs, ¢

e ming SAUaions. Sccondary renfocement an e s o beponds on

i LHE s On [

vidual and his past reinforcement history. Thus, th
- : » these are primarlly learned Exam

of such relr_lfnr:_:;ls arif;mec !-];'Et‘-ﬂgnitlnn. advancement, ele, Regardle};a nfwhglnr::?h-. s
e 1 H:Yﬂ‘l " 1 ary in nature, once it has been determined that the co e
pas reward value to the employees, it can be used to increase their performance i

ADMINISTERING REINFORCEMENT

As it has been established that reinforcement is necessa

administer it in such a way that it has its maximum :Hcctsﬁ[irlr};ﬁi;%n? gggﬁmgﬂ
roperly. it will increase the strength of desired organisational behaviour and the probability

of its being repeated. Costello and Zaldkind have summarised the nature of

follows which is very important in its administering process.

1. Some type of reinforcement (reward or knowlcdge of successful performance] is
pecessary to produce change.

4 Some types of rewards are more effective for use in the organisation than others.

3. The speed with which learning takes place and also how lasting its effects will be is
determined by the timing of reinforcement.d

Following aspects must he taken into account in administering the reinforcement.

1. Selection of Reinforcement. The first step in the successful application of reinforcement
procedure is to select reinforcers that are sufficiently powerful to maintain responsivencss
while complex patlerns of behaviour are being established and strengthened. Remfnrcer:,
particularly conditioned ones, depend upon individuals; what is rewarding to oné p&E}TE:L 1::; :z
not be rewarding to another. Thus, managers should look for a reward sysiem W
maximum reinforcing consequences to the group they are supervising.

) cement should be designed in such a
ot Gtk gy - El:infnrt:emant. El:mf‘:'tt'hn: desired behaviour. Rewards must

way that reinforcing events arc made contingent upon ipeniepiters
result from perfgm%;mcg, and greater the degree of performance of employee. &7

' formance,
i tween employees hased on their peTic
be his reward. Unless a manager discriminalcs 'm;s o r; o fmpnrlﬂnt il D

Py wer over the empOYers o cule of distributive
‘& tcual tf;gffiﬂ;z'f:iﬂmlt of the employee- Homa IEL{]EI{:::E:ZEE ImnFﬂ:;11n1 relationships.
justice and states that this reciprocal norm applies in both [of

cemen h a way that a
hould be designed in suc

e , The reloforeenet is established. 1f the

rclhb;ﬁ;:'lt-mcdur; [ﬁfgﬁgﬂ[:gnr including the Jesired response patiern is

d occurs with some
behaviour that manager Wishes to strengthen 1;;111: m;uutsnl.. increase and malntain the

i i a5
Irtquenw,r, then reinforcecment HPP”[:E“D“S S e off tiveness of rcmfun::mmt varies

ent
desi high level, The €€ anding of reinforcem
funti?:nptu;f?;;]mansc‘:engtl?l; T:saadghmmlﬁtratmn. Thus, und;ftﬁ ing %mvn r:infurutmcnt
C po

a t for managers:
ministration schedule Is IMPOTAR T ojjowed.

wt' pparaie Pﬂﬂci]} : d Pﬁyrhnlngy in ﬁdrnin[stmliam Englewood, Cluffs, N

reinforcement as

For admin

|E"l"'|n-....+|_.. WP eaballn and Shﬂdﬂ“ 5. Eﬂldki‘ﬂ
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Sr o uh-units: e take sub-goal and divide ¢ Amg v mﬂ'ﬁh

I
members for | 1o varkous L
which Are _155@1{':!“:{' st several “ unit. Thus, the organitation itse)y J tl-.t'n 'y
untll a level Is l;il 1o longer crenle il task groups within itself, Et!’-ldng Erat‘af%"ﬁ.
as tndividuals. jous ful tion of socio-psychological fa-::tnra'aT any Erl::qh
]

va
towards the formatiot % ecause of Opera

Iy b
are created automaticad }::s cential for organ

Thus, these waﬂsifﬁm to understand grov

organisation. he nding of groups- hlq'

provides understd
Ccs
Concept of Group Dynami
ics conlains two terms: group and dynamies, Group (g

The term ErDT.lp d_'lmﬂm & Dersos. Dj".l'l-ﬂ.ml{:s COIMes from Gl’ﬂﬁk word mt‘ﬂ.lll I ha-l]['_a
collectivity of two or mor hF jcal sclences and engineering which explaing t.-h:E “IE:.'nl&‘
of dynamics s uﬂﬁiﬂ:n i:ar:l tﬁ encrgy: operation of force. Thus, group dﬂamjc];ht%l&aﬂ
::r:::r:t:ﬂ 2:-’:{1;“% between group members in a soclal situation. Howeyer. th:tftm 1,:,,};'
-I‘.:;'Ilm is defined in different ways. One view Is that group dynamics {]EHtﬂhu htt:n]] ath_;
should be organised and gperated. This includes democratie leadership, partic 0w 3 s
cooperation. Another view takes group dynamics as a set of techniques such g4 Tole ¢
brainstorming, leaderless group, group therapy, sensitivity training, ete, ﬁmﬁrdjng P
view, group dynamics is viewed from the internal nature of groups, their formaty L0 the fiy
and processes, and the way they affect individual members, other groups, and the on, '
This view is more prevalent. For example, group dynamics has been defineq BED:‘E'&M%

"The soclal process by which people interact face to face In called
dynamics,"* small groups ts Eroup

{sation’s functioning. If one rh iy,
ps and thelr l‘umllﬂmnﬁﬁup Etu.ﬂ‘i
d

the subtle and the non-subtle pressures exerted b
: ¥ group members, anner
decisions are made in the group, how work gets done, and how mEmher?‘:qus are m

Understanding of all these will
enabl
organisational effectiveness. #Vlc managers to manage groups effectively leading &

CONCEPT OF GROUP

» this class of definitions looks to the structure of
€ 8roup members which bind them together i’
Dersons w[-m. i, mE:;UHI element of a group to be lntﬂﬂﬂﬂngﬂﬂ
and fg foq racting wj acceptable and defines group as ‘two o

Uence one
W by each other'2 O In Such a manner that each person M
Ewstrn
MeGraw.tgl) 1oam 0 Kelth Dayyg
N SM;B?. p. 340, * Organisationg Behavlour: Human wour at Work e ¥
0

1971, 5. Group
P. 10, Dyhumn_-;; The FHJI’:i'm[ .THJ'
°9Y of Small Group Behaviour, New York: MeC"
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Organisational Adaptation
haracterised by pervasive changg, In thy

isati as dynamic entities are ¢ 8 g
ﬂrﬂﬂ:l::ﬁx; mlaﬂllm the real job of a manager is to provide continuity in ﬂrgﬁnlsaﬁlﬂ;:
Eeesnite T organisations have to adapt themsclves to the environmental changeg by, Makin,

ujlahl: I.‘I'I.IEI'I'.LH.' an#mn[ﬂl Iiﬂ“wn HUEI.'I EII!'EI'IIIIHI]IIDI'I.'II ﬂfrﬂﬂﬁl:ﬂ'ltﬂ 1] are mm}[]y rmhlfd
:].r the internal people. Thus, managers have to face dual problems: !dentifying need o, chang,

affecting t"ie need for sy
implementing the change without adversely ACtlon {
:fg':u'-h ls?hnmﬁ ;ftnuplc.lfl ts also the essence of managing change. Management of thange 'I::

seen as a sell-perpetrating ever-cvolving phenomenon.

ORGANISATIONAL BEHAVIOUR MODELS

an abstraction of reality, a simplified representation of some real-worlq
;h:tr;:ﬂngu. Mud:lara.rc developed in different flelds to guide aclivities in those flelds_y, the
field of organisational behaviour, models are developed to provide framework about hepy
people will be treated (n an organisation’.

Every organisation develops a particular model in whEE:h behaviour of the People takes
place. This model is developed on the basls of management s assumptions about people ang
the vision of the management, Since these assumptions vary to a great extent, these resulting
the development of different organisational behaviour models (OB models). From the
beginning of the civilised human soclety, two alternative approaches have been adopted for
placing trust on people. One says “trust everyone unless there is a contrary evidence™; another
5ays "do not trust anyonec unless there is a contrary evidence”. Naturally, interpersonal
Interactions take place differently under these two approaches. Following description of the
organisations is worthwhile to note here;

“Most of cur organisations tend to be arrﬂnzged on the assumption that people cannot be
trusted or relied on. even In tiny matters,*!

However, this is only one side of the coln. In the field of OB, assumptions about
have been made on two extreme sides. For example, McGregor has given theories X and Y. and
each theory makes assumptions which are quite contrary to each other!? (discussed in Chapter
9): Argyris has given the concept of immaturity and maturity of people which also provides
tWo opposite views about the people!® (discussed in Chapter 4). Thus, OB models developed
on the basis of these assumptions would show great variations, However. OB models that are
In practice show some kind of continuum between thesc two opposite p-ui-:s. though they tend
to lean towards a particular pole. Davis has described four OB models which are as follows: !5

1. autoeratie

2. custodial

J. supportive

4. collegial,
Autocratic Model

In the autocratie model, managery

v agerial orientation oward
the only means to get the things done, nnd‘ﬂnjphmm t are Dedte s nagere sey Moy
-_-___——__

“McGregor, op, cif,

!
‘Chris Argyris, Personality ang Organisation, New York

“John W. Newstrom and Keith Dayy. Organi  Harper & Row, 1957,

T Human Behaviour a¢ work, New York

el was originay
Dynamics of Organisattona) Behavlour, New ‘i!i:lrlw.'::r ﬂtﬂﬂmﬂm 'i';;h e SR A
il T,
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| TABLE 1.2: Models of organisationg] behavi
Autocratic Custod
//___,__ Ial Supportive Collegial
m' Sl Leadersh Partner
Hﬂﬁuf resources i e
thorl
dal Au Y Money Support Teamwarlk
W ation
ﬂiﬁﬂ Obedlence E:cu;l“!l' and Job Responaible
2 o0 : De"' ls performance behaviour
u‘rﬂ""t Dependence LDependence on L
mployee 4 i e organisation Participation Self-discipline
pesult
! Subsistence Security Status and Sell-actualisa-
:: ﬂd’ml n'll:j t recognition ton
pecformance Minimum Passive Awakened Moderate
et cooperation drives enthuslasm
-'-'---__
high dependence on boss. This dependence 1s possible because employees live on the

zhs!stmﬂﬂ level. The organisational process Is mostly forinalised; the authority Is delegated

by right af command over people to whom it applies. The management decides what is the

best action for the employees. The model is largely based on the Theory X assumptions of

McGregor where the human beings are taken inherently distasteful to work and try to avoid
K bility. A very strict and close supervision is required to obtain desirable perfoi mance
" from them. Likert's management system can be compared with the model of organisational

behaviour. His system 1 (exploitative, authoritative) in which motivation depends on physical

security and some usc of desire for status and better performance is ensured through fear,
[ threats, punishment, and occasional rewards; communication is mostly one-way, that is.
downward: there is little interaction between managers and employces.

The autocratic model represents traditional thinking which is based on the economic

hanging values and aspiration levels of people, this model 1s
e bt . ot mean that this model is discarded in toto. In

ielding place to others. However, this does n

many cagﬂs. the autocratic model of organisational behaviour may h; atc:;u:: us:::il way&
accomplish performance, particularly where the employecs can be motivate@ BY P tolog!
needs. This generally happens at lower strata of the organisation.

| Custodial Model

In the custadial model, the managerial orientation
tmpleyee benefits. The model depends on the economic :r:sngmn s s s,
ity to pay fo the benefits. While the emploVel® JOFL isational dl;pcndcnm reduces
they become highly dependent on the organisation. An organ O meinar e
o) ependence an boss. The CPYSE 5L o mtnenane ctorsproi
tontext of Herzberg's theory, only main {actors. Th:?: m:: B e L
gy berehenc Sroikls AO0S S A sembles again to Herzherg's
Mode] fee] happy, their level of performance {5 not very high. This re d:& :na,.d R
stisfjer and diﬂ:ﬁ-ﬂ.ﬂ&ﬂﬂr Since .:mplﬂfl:ﬂ'ﬂ- are gﬂl'.lng ﬂdcquﬂtf rEwWar

hat beneflts or
sec not given any authority to decide w
e Ly happy. However, they e -.ufiu::| similar to patrimonial approach where the

“Wards they sh This approach 15 4
basie mumizn':“:sd tﬁﬁ i u:fﬁrﬂ ogative of management to decide what hcnmt: arcmh::‘t
Sulted to the employees. Such an approach is still quite common in many bus

{s towards the use of money to pay for
rees of the organisation and its
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28
eristics hat rents declde what (5
ct fem I8 that paren at s Eﬂﬂdm‘

" ;“MEH 'lﬂli..'f'd 8YyS Fr
Mﬁ"”"“ mhtrﬁiﬂi]?ﬁhnf 18 good for thelr employees. From this poyng o

basic
rm -:Iuldrﬂl';'::::;ﬁ for matured employces.
18 no

this model
odel anagerial lead
supportive M | pehaviour depends on man4g adership ,
= mﬂd{.lnfnrgnnlsnllul'!;_lht’ alm of managers Is 1o supporl employees In they

suppor! ey,
T A the usc of power OF m:: 1-1\ primarily on participation and Involvement o employeey
' model Is based on ‘prineiples of SUPDOrtgyy

than oA L rl
achievement of rrﬂ::jlcn:;'-lr-':::i:;c: 3¢ Process. The
in managerial decis h is the basic ingredient of his sysiem 4 (participative),
relationships” of l;lmr'r::i “TI:EIDIT'IET processes of (he organisation must be such as 1o '
etates that the wg v that n all interactions and all relationships with the OTgAnIsation
e RO iight of his background, values, and cxpectations, views the '
;Tﬂﬂ:ﬁt Lr;d one which builds and maintains his Ecmlau.': of persenal worth and
importance. '® It is quite similar to the assumptions of McGregor's Theory Y. The su
model is based on the assumptions that human beings move to the maturity level and t‘!‘
expect the organisational climate which supports this expectation. Various organisations}
processes—communication, leadership, decision making, interaction, control, and influenes_
are such that these help employees to fulfil their higher order needs such as esteem ang sell
artualisation. '
Likert has shown that supportive model is best suited in the conditions where employess
are #ﬂ-muuvm:d- Thus, this emphasises not on the economic resources of the organisation
::;;rfjhunuu?;ﬂm_ ;ﬂa;:jg:r's role is to help employees to achieve their work rather thag
i ﬂrséi% . osely. can be applied more fruitfully for higher level managers whose
el II:.l:rt s are satisfied reasonably. Organisations with sophisticated technology and
Poying professional people can also apply this model for getling best out of their human

With affluence and com =
; plex technolo because ft
ntrineic motivayy : € il appeals to higher ord ds an provides
e thmrfm ID:I Jnnaftratmrs. It may not be the best model to agply in 1:51-;:;::“] pcdd nations
are different 17 Moy gn:ﬁ ”ﬁ:d slructures are often gy lower levels and th g
=1 "Mis model can be applieq more fruitfully for :t:rmmag:ﬂnaﬂjoﬁf-:m:ﬂ '

“Umpared 1o operative leyels A
SUPPartive my ° A such, the tenden
€ model, specially for (hejr “"“ﬂﬂgcmt:i 'Eiglﬂdcrn management is to move towards
ups,

B Commaon pyr Porlive mode], T
pose, Colle he term
£y il colle
tlops I:Igh degree gof nn:ir‘ﬂrat;?:ﬁrljrfl Is baseq on the teanf:::rgl:tmrsﬁr:uw;[mchoﬂi

i need little direction -
Imemmip““ﬂ by the team members.
anc self-actualisation. Coll =gial

Climate 1 quite ¢

oneh
more usefy) witly IClve |

Lrﬂﬂ]]]!]-" i s
+80d copgyg Mnmed wq
Likery The H trable Job | rl requirip .
' r 2 behg \
P-clt,, p, ln-r_!:"m faanisyyyy,, New Yo, oy vioural flexibility, an
=Hil 1967,
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pEVELOPMENT OF MANAGEMENT THOUGHT

i

I

TABLE 2., Evolution of management thought
o Management thonghs Period
—— 3 L _-_-__-_-_-_'—'—
. Early contributions Up ta 19th century
2, Scientific managemepnt 1040001530
1. Admjnistralimfnneratiuml Managemen|, 1916-1940
§. Human relations approach 1920-1650
5. Secial eystems approgen ];MD-I'!-'JEU
6. Decision theery approgcl 1945-1965
7. Management scienee approach 1950-1960
5. Human behaviour Approach 1950-1970
9. Systeme approach 1960s nnwards
10. Contingency aPproach 19908 onwards
_-_-_'_—-—_____-_
EARLY CENI*R[BUTI{]NS
Before the systematic study of Management contributions in the
sources: existence of Organizatipp i

ya's principles of state
concept of staff Personnel, systematie

131311 centuries of the Cameralists (a

&2 about
ntury, a stage was set for taking systematie study

¥ part of 20th century which
e shape of scientific management,

Before Eoing through

discussion of development of management
Worthwhile ¢,

understand how contributions of Kautilya are reley
RAUTILY 3 CONTRIBUTIONS TO MANAGEMENT

H-ﬂlllilya{ﬂED-EEE BC), also known as Chanakya, produced three famous works: Arthq Sastra,
Nakya Nesti, and Chanakya Sutre which contain his contributions, Kautilya has identified
Beven pillars for effective state administration: the king, the minister, the country, the fortified
 the treasu.ry, the army, and the ally, These can be treated as pillars of mgnagement, Lot

U5 take g ¢lnger look at each of these,

L. The King (The Leader). A great organization has great loader, like a great king. The
leader g the visionary, the captain, the man who guides the orgar
Wor]

wzation. In today’s corporate
*ld, we cal] him the chief executive. Without visionary chief executive, an organization will
98¢ directipg,

thought pe riod-wise, it is
ant in the present contpxt

r). The manager — the second-in-command is the person who
funs gl B in action. He is the person on whom one ean depend in the
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SUBJECT : MANAGEMENT
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Motivation Theorles s

[ view,
which are situational and can change according io the environment. From this point 0

and
£RG theory provides us categorization of needs, their relationship. and the progression
mgﬂ:sslﬂll of their satisfaction,

yROOM'S EXPECTANCY THEORY

criticizing the content theories of motivatlon which are based on the necds of people and
iheir priority. Vroom has presented an alternative theory which is hased on motivation
process. Various theorlies which are bascd on molivallon process are more concerncd with

the cognitive antecedents that go into motivation or efforts and the way they relate lo each
other.

Vroom's expectancy theory has its roots in the cognitive coneepts In the cholce behaviour
and utility concepts of classical economic theory? According to Vroom, people will be
mativated to do things to achieve some pgoals to the extent that they expect that certain
actions on their part will help them to achieve the goal. Vroom's madel is built around the
concepts of value, expectancy, and foree; its basic assumplion Is that the choice made by a
person among alternative courses of action is lawfully related to pﬁychnlngical eventls
occurring contemporaneously with the behaviour. Vroom's concept of force is basically
equivalent to motivation and may be shown to be the algebraic sum of products of valences
multiplied by expectations. Thus,

Motivation (foree) = I Valence X Expectancy
Vroom's expectancy theory is presented in Figure 18.9,

Expectancy Instrumentalities
i l Firstlevel I Second-level
Motivation (foree) otiicomes 4' outcomes
L Outcome 1a
Outcome 1 i
Li Outcome 1b
;
L4 Outcome 2a | '
cutcome 2 .. '
L Outcome 2b

FIGURE 18.9: Vroom's expectancy theory

As shown above, the model is built around the concepts of valence, instrumentality, and
expeciancy and, therefore, this model Is referred to as VIE theory. Various terms used in

Vroom's model are explained below:

Valence. According to Vroom, valence means the strength of an individual's preference toa
" particular outeome. Other terms equivalent to valence used in various theories of motivation
‘are incentive, attitude, and expected utility. In order for the valence to be positive for

individual, he must prefer attaining the outcome to not attaining it; a valence of Z€T0 0CCUTS

-
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572 Principles and Practice of Managemg,,

when e individual is {indifferent towards the outcome; and the valence 18 ncgative when the
individual prefers not attaining the outcome than to attalning 1L

Instrumentality. Another major input in the valenee Is (he instrumentality of the firstje,

putcome in obtaining a derived sccond-level outeome. Hunt and Hill have exemplified g by
promotinn motive. For example, assume that an individual desires promotion and feels th,
superior performance is a very strong factor in achieving that goal. His firat-level oulcome |y
then superior, average, or poor performance. His second-level outcome 15 pramotion, T,
first-level outcome of high performance thus acquires a positive valence DY VITtUE of the
expected relationship to the preferred second-level outcome of promotion. [n this case. th,
person would be mativated for superior performance becausc of his desire to be promoteg,
The superior performance [first-level outeome) is being instrumental In oblaining promotion

[second-level outcome).

Expectancy. Another faclor in determining the motivation is expectancy. that is, the

probability that a particular action will lead to the outcome. Expectancy s different from
iﬁEﬁ'ﬂmﬂﬂtﬂ]it}’ ]np“t into 1.!3]1311(1:. E}_‘p:ctﬂ_‘ﬂﬂ}' differs from fnﬁtl.'l.l.[l'ltﬂtﬂ"t}’ in that it relates
efforts to first-level outcomes whereas instrumentality relates first-and sccond-level outcomes
to each other. Thus, cxpectancy is the probability that a particular action will lcad to 2
pariicular first-level outcome. The strength of motivation (o perform a certain act ".'.I'IJ.I depend
an the sum of the products of the values for the outcomes times the expectancies.

Implications of the Theory

One of the important features of this theory is that It recognizes individual differences in
work motivation and suggests that motivation i5 a complex process as compared to Maslow’s
‘or Herzberg's simplistic models. It also clarifies the relationship between indiﬂﬂuﬂ! and
organizational goals. Thus, Vroom's theory is consistent with the idea thal a manager s job
s 1o design an environment for performance, necessarily taking into account the differences
in various situations. Furthermore, this theory 1s also quite consistent with management by
ohjectives. However, Vroom's theory 18 difficult to research and apply in practice. This is
evident by the fact that there have been only a few research studies designed specifically to
test the Vroom theory. In fact, Vroom himself depended largely upon researches eonducted
prior to the formulation of his theory. Nevertheless, from a theoretical standpoint, the Vroom
model seems to be a step in the right direction but does not give the manager practical help

_in solving his motivational problem.

|, PORTER-LAWLER MODEL OF MOTIVATION

, Built in large part on expectancy moadel, Porter and Lawler have derived a substantially
more complele model of motivation and have applied it in their study primmllj' of
managers, 10 They propose a multi-vaiiate model to explain the complex relationship that
exists between job attitudes and job performance. Thelr model encounters some of the
simplistic traditional assumptions made about the positive relationship between gatisfaction
and performance. The various elements of this model have been presented in Figure 18.10.

Effort. Effort refers to the amount of energy exerted b %

y an employee on a given tass
Perceived reward probability refers to the individual's perception of the probability that
differential rewards depend upon differential amounts of effort. These two factors—value of

reward and perception of effort-rewar
employee will put in. d probability—determine the amount of effort that t°

N -

Scanned with CamScanner



573
gtion Theorles

- - ==
= R m g

R R

-
-
------
-

3
R L :
value of reward !ﬂbll!l}r anl tealts m i

3 ; -m ‘ catls-
Jr———r Eflort I———_|... S Performance "'
4 acoomplishment | 7
percetved effort- Role perceplion T
ceward probability .
A :

r
1
i
[
]
]
i
]
[l
i
i
]
[]
L[]
[]
[
1
i
i
A
L]
L]
]
n
[]
[]
i
i
i
i
i
i
i
|
[
[
L]
i
i

FIGURE 18.10: Porter-Lawler motivation model

performance. Effort leads to performance but both of these may not be equal, raﬂltzl:;

ormance is determined by the amount of effort and the ability and role perception of s
individual. Thus, il an individual has little ability and/or inaccurate role perception.
performance may be ineffective in spite of his putting in great efforts.

Rewards. Performance Is seen as leading to intrinsic rewards (such as a SENsE u:l'
accomplishment and actualization) and extrinsic rewards (such as working mmd_mnn:h an :
status). However, the intrinsic rewards are much more likely to produce attitudes n:!l
satisfaction that are related to performance. [n addition, the perceived equitable rewﬂs
vitally affect the performance-satisfaction relationship. They reflect the fair level of rewards
that the individual feels should be given for a given level of performance.

Satisfaction. Satisfaction is derived from the extent to which actual rewards fall short. meet,
or exceed the individual's perceived level of equitable rewards. If actual rewards meet or
exceed perceived equitable rewards, the individual will feel satisfied: if these are less than
equitable rewards, he will be dissatisfied. Thus, this provides two lmpllcauuus_. First.
satisfaction is only in part determined by actual rewards. Second. satisfaction is more
dependent on performance than performance is on satisfaction. Only through the less-direct
feedback loops, satisfaction will affect performance. This is a marked departure from the
traditional analysis of the satisfaction-performance relationship.

Implications of the Theory

Based on the results of the study. Porter and Lawler point out that “those variables presumed
to affect performance turned out to show relations to performance, and those variables
presumed to result from performance also typlcally were rtiﬂt&d to performance.” After the
review of related research studies, they conclude that “over all, the evidence on the
rélationship between expectancy attitudes, importance attitudes, and performance provides
rather impressive support for our model.” The model, although more complex than other
models of motivation, cxplains fully the different varlables underlying in motivation. In
practice too, motivation is not 8 simple cause-effect relationship rather it is a complex
phenomenon. The model suggests that managers should carefully assess their reward
structures and that through careful planning and clear definition of role requirements, the
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P T AND STICK APPROACH OF MOTIV. the * rinciples of reinforcemeny The
0 ach of motivatiol js bascd 0N old story t 1at the best wayTog;.

o the B
stick appro 5 [rom L p rom -

Carrot and : ach o mr:ntfi‘!.’_ﬂ_lII:Ii'_.L‘-‘_'?"'l'"_'T ——" 1 him WIU_I__t_l Etick J htﬂﬂ- The

b carrot and stick approa i front of him or Ja L e - not moving. The car-
' jove §s to put a carrot I ishment 1@ =" Arre

4 o d for moving and the Hllﬂltimfﬂ-liﬂ’l Tnnlw:ll_lﬂg_gﬂﬂplﬂ for hehéﬁ]ﬂ
camot B (0 rqwqu o[ motivation takes the same View. L = Inon romotion, anﬁth r
and stick approach 00108 270 = T e e used such_as IR T the pege!
oo ﬂfﬁimh_h:lﬂﬁil ht'l[;r:q: r-:mnﬁm,'_lt& Ilt_|I1|E|i|'II'IlI.'.ll'lb. ﬂl’fﬁlE e n!:mp[t
Sumoctel ong tm“.ﬁc:rr“n; tl:: refrain [rom lllldcﬁlrﬂ"'_l_l:"c}mvlﬂulll; nt I.[:P[:-n a hehavinﬁ::

“versive or noxious consequence Cﬂ': angcstlcl{ are avolded, thl‘-a-:

for desiréd behaviour
defined as pmtclﬂlng an s CAFTD
{hearies of motivation, the ter Aot ;
Though in various . if administered properly. The organization ri;:'[u]ireg Certain
external and internal environments. The control of in

still form the basis of motivation
influences over LS

:;?11?1115:;::: i: largely a mechanism of influencing the behaviour of ﬂrganizatliunail E:mhem
in certain direction to achieve its objectives. This can be explained in overt or Ep ied reward
and punishment system. Organizations build reward and punishment system their formal
structure, though many of the factors cannot be provided by structure alcfmtl.']zl: for "-"'-"Edmpfr.
i oe of a member in the informal groups. Further, many ol Lhe Teward and
ottt ssarily be within the control of the
d by external environment, for example, dismissal of 2

punishment factors, particularly the latter, may not nece

organization which are affecte
employee for bad performance.

The role of carrots has been adequately explained by various theories of motivation when
these analyze what people want to get from their performance, that is. the positive aspect of
behaviour and its rewards. Such rewards may be both financial and non-financial, s
discussed later in the next chapter. The stick also pushes people to engage in positive
behaviour or overcoming negative behaviour, though its role is not as foreeful as the role of
carrot in getting positive bchaviour in most of the cases. The basic reason for this
phenomenon is that stick is not controlled by the organization alone but many other forces
also come in the picture. In order to make the stick work more effectively, following points
should be taken into consideration while using it:

1. Punishment is effective in modifying the behaviour if it
0 select 3
desirable alternative behaviour that is then re iy rces the person to

2. If the above does not oceur, the behaviour will be only temporarily suppressed and
will reappear when the punishment |s removed. Furthermore. the suppressf'i
behaviour may cause ths person to be fearfu] and anxious l

3, Pll.l'll.E-h.l'l'lEﬂt is more Effﬂcuge if npp“ﬂd at th e
is actually performed. € time when the undesirable behavio

4. Punishment must be administered with extreme care so that it does not becor™

reward for undesirable behaviour, A punishmer
, it, : e
a reward for the person concerned. [rom one point of view, may beco™

The mixture of both carrot and stick should be ye ed Judicy i
ousl |
effects on the motivational profile of the people in the "-'I'ganlzaui :ﬂ that both have po$
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Hut!uﬂt!ﬂl't Theories

REGOR'S THEORY
mcC X AND THEORY Yy

The management’s action of

mao ac
\icGregor involves certain tvating human belngs In the organizations 2570 man

assmn
ipllons, genernlizations, anc hﬂml!macﬂ relalifl watﬂlmﬁd

paviour and human
:-:-r overtly stated; '|'|u1ﬂ.:r::=:rt:1rc' These assumptions may be ncither .;-nrmt:lcm!ll}" c Y r, The
pasic assumptions ab r. these serve the purpose of predicting human behavion 1' the
omplexity L oul human behaviour may differ cmmttlernhljr hecaust nthE“
;_gsumpti::nns A S influencing this behaviour. MeGregor has clml‘ﬂﬂ‘:ﬂ“
Opposite points—Theory X and Theory Y.
” ;“E:;:;'EUE the traditional theory of human behaviour. In this \heory. McGregeT has
;rﬂ"m = ptions about human Gehaviour. In his own words, these assumpLions arc as
(v : s, the
____—-—'_'_'_. _._.___..-—-—"'_
ctive enterpris€s—

o :zzﬁ‘f:;:: r:';] responsible for organizing the elements of produ
: s, equipment, people—in the interest of economic ends.
E;‘_Wlth respect to people, this is a process of directing thelr efforts, motivating ther-
- controlling their actions, modifying their behaviour to fit the needs of the
organization.
3. Without this active intervention by management, peopl
resistant—to organizational needs. They must be persuaded, TEW

e would be passive—even
H-Id:d-i ﬂishcd'

controlled, and their activities must be directed. This 1S management’s task. We often
sum it up by saying that management consists of getting things done through other

people.
The average man is by naturc indolent—he works as little as possible.
He lacks ambition, dislikes responsibility, prefers to be led.

He is inherently self-centered, indifferent to organizational needs.

He is, by nature, resistant to change.
He is gullible, not very bright, the ready dupe of charlatan and the demagogue.

five deal with the human nature and first three with
tions about human nature are negative in thelr approach,
however, much organizational processes have developed on these assumptions. Managers
subseribing these views about human nature attempt to structure, control. and closely
supervise their employees. They feel that external control 1s most appropriate for dealing

with irresponsible and immaturc employees. McGregor Belleves thal (hese assumptions
y there s a considerable change in

about human nature have not changed drastically thoug!
behavioural patiero. He argues that this chan not Because of changes in the human
natufe, but because of naturc of industrial organtzation, ManEgement philosophy. policy,

aﬂfﬂt‘gg_ﬂce.
ry Y. The assumptions of Theory Y are described by McGregor in the following words: -

1. The expenditure of physical and mental effort in work is as natural as play or rest.

i

Of these assumptions, last
managerial actions. These assump

The average human beifg does_no er work. Depending upon
controllable ondition 0 tisf ource of

punishment.
mﬁﬁ&'ﬂ: and the threat of punishment are not the only means for bringing

about effort towards organizational objectives. Man will exercise sell-direction and
self-control io the service of objectives to which he is committed.
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{".nu_-tunllﬂ e |
: aHjeciR:  wnder PIOPE Sy of am
palb not Inherent I'u.m,.':I

organizatie™® o bel ity
4. The n\'trngt h'l.lﬂ!.l'lﬂ Aﬁjﬁd““m ;ngriﬂnﬂﬂl
eck rrup-nn.ulhl-iﬂ!:'~ Hquﬂ"“" ]
:Eﬂtlrtt}- are gnnnrnllf con agll'lﬂﬂ‘:'"' Ingenuity,
characteristics. (se a relatively nigh d:gr:cblif "::!11" adely, mot nar;'g:r"
5 The s tllﬂ m:utinn of urE““"‘“"m"El pre .
creativity in the
the popul® " e industrial life, the intellectual P otentialltles of g,

distributed 1 ¢ aads
ditions of I srally utilized.
ent. It emphasizes,

é. Under the conl
average human belngs are 9% ach in managem
Theaskmp o of Thecry Y sufFe i' ::: :ﬁrfg}'ﬂta. The t Is to get maximuyy,
f managemen Airection. Generally, 19 conflict s visf,

the cooperative endeavour N s ani
tput with minimum amount of contro cuon ;
;eumtm 0 zational goals and individual goals. Thus, the attempts of em loyees whic
gre {n their Dest interests arc ~Js5 Tn the Tnterests of organization.

u—_,—-—'—'_— = e

Comparison of Theorles X and ¥
tiona about human natu

Both these theories have certain assump
one representing head and the other repre

sides of a coln,
as ons seem to be mutually exclusive, The difference between

ean be visualized as follows:
to be inherently distasteful towards work. Theory

" Theory X assumes human beings
v assumes that for human beings, work Is as natural as play.
ambitions and try to avoid

.UL'T heory X emphasizes that people do not have
responsibilities In jobs, The assumptions under Theory Y are just the reverse.

3, According to Theory X. most people have little capacity for creativity while accordind
for creativity is widely distributed in the population. '

to Theory Y, the capacity
4,4n Theory X, motivating factors are the lower needs. In Theory Y, higher-order nesd:

are more important for motivation, though unsatisfled lower needs are alst

re. In fact, they are revers
genting tail. Thus, these
two sets of assumptons

impaortant.
6. InTh
eory X, people lack self-motivation and require to be externally controlled and
gelf

closely supervised 1o get maxim
um ou

p qlfr::r.:dxand creative and prefer m:|f.¢.:ﬁ;1:u|&ﬂm tem. In Tifhtury Y, people are

. rw’iﬁ“;:"‘f:;:“_r‘;ﬂ sctler ehaln gutem and centralization of authority in ¢

in the decisi ory Y emphasizes decentralizatic ery
| fhe on-making process, tion and greater participate®
L/nru n’u emphasizes autoeratic leadership : Th

ppertive leadership, P i Theory Y emphasizes democratic ané

Implications of Theorles X and Y

hierarchy model. I
writers h:l;npha:tzeg :ﬁﬁﬂmﬁ When the concept o *
satisfaction of phys 'ubgs:lﬁmg: man' was accepted
and safety needs. These

—_—ﬁ—_
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cASE: SWETAL FINANCE LIMITED

et Hﬁn;:r{-:mjﬁ:i I; E"l o voanking finance tompany (NBFC). It 1s engaged in financing hire-
u,-;:hascm I c;"ti ‘-';_ Icles, more Partcularly heavy and mudiu:rn tr“:mga Iﬂtchas ita branches In
most of the large ':.E of Northern Indja, Ramesh joined this company after -:iulng MBA with finance
major. After s:jvh:lg 1|“;:rr 8ix months at the head office of the company, he was appointed as branch
manager lll: a t&’mﬂ “Ekﬂﬂpulﬂllﬂn of about 10 lakh. After jotning this branch, Ramesh found that
the branch Was not working with its full potential, He further realized that the staff members were
not adequately motivated to get the things done. There

were flve staflf members, four of them being
office personnel While one person was working a class four employee, Ramesh was eager to motivate

these four office personnel to improve the working of the branch. In order to do so, he analyzed the

personality features and need patterns of these four employees, lowl
B bt mployees, His analysis revealed the following

Arvind, the senior most employee, Is quite creative and may be called as genlous to some extent.
However, he is highly emotional and always looks for pralse from others. Most of the tme, he talks
about himself and wants to become centre of attention. He tends to live In fantasies and day-dreaming.
His work behaviour shows that as long as others pralse his work, he comes up with innovative and
creative ideas. For every success, he tries to grab all the credit and when there is a sign of fallure, he
tends to push the responsibility on his colleagues,

Mohan, the next senior most employee, appears to care more about himself and his family
consisting of his wife and the only son. His thinking is that he 1s doing the job to support and provide
happiness to his family, He belleves that at least minimal job performance standard should be
malntalned so that the company does not have any negative perception about his work performance.
He is very soclal and creates friendly atmosphere whenever he meets anyone including the company's
custormners.

Rajesh, the third employee in senlority, 18 quite opposite to Mohan. Rajesh 1s quite loyal to the
company and responds well to its rules and Incentive plans. However, he lacks initiative. He does not
do anything independently though he does the work well which is assigned to him by the branch
MANager.

. is quite intelligent and assertive. He works for earning more money
and iﬁiﬁ 1: ;21: lm,ﬂﬁmn; that he would readily change his job if offered more money from
someone else. In his present job, he warks over-time to earn more money, Ramesh Irﬂurlilmlh' collected
the information about Sohan from his previous employer, This Information content ls Sohan is very
damant and has a foreeful and driving personality, With us, he performed very well but his
Ptrecnality was so strong that we were glad to get rid of this argumentative, adamant, and arrogant

fellow =
Buestions
1. Analyze the need patterns of these four employees of Swetal Finance Limited In the light of

tivation.
2, ;ﬂ;:ﬂ :f:l:l;;?.lr::ﬂ::iz?ﬂm mottvation of cach of these employees In terms of process theorles of

3, mu?wt::unn:mﬂ? o1 about the strategies that he should adopt for motivating his subordinates for

better performance. =

L3
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ality factors are extremely im

Ptﬂll‘l'almn' ete. deal with AOITIE -._|.,:1IIII-“” mn YRR an
{e Mman econcept because it affecis |I1I,1,. :'--w ety of .IL-,,I,I:T SEUINE While B
it IS petter 10 consider the individua] a4 De I'I'! 10UR payvehnl, I;'_I""'-" T -.-T. ' "PUEN, leargin
a8 the whole house built of bricks, by e e I S — “. i\l Procrane. I'||1||' Y takes ul:r}

el togethe Wit L I--jllli.l'l'-"l”‘"- 1t
concept of Personality g e peraonaliny
l'hﬂlnlﬂ' the term personality 1s frequently yue
consensus about Its meaning. It may mean |5l.l1ll.hl. People, there dne
mfﬂnﬁ & #ﬂﬂﬂt sum of traits on charactes by .I|l' FeEnl ”"-“J:‘- 15 At 1'r " ol weRn e —
maode of response to life situations. Thus, 'i'hr‘l'rr. @ the person; (o '-'Ihr'll-I1 :rhl.l' To wome, 1
meaning nfpl:rﬂ-ﬂna'lil"_h'. In fact, Allport has I|11-1|.11I|'||J .I;M”II & great deal f.1l..- ,,lrlj,-l: '8 1o & umigue
hss ﬂl@l‘lﬂﬂj them into five areas as follows ed 1ty differemt definig -n:, II:-;rI:;.-fllr:nr the

£ LeTm. He
|. Omntbus. These definitions view personality as |
a8 lhe sum-total

constellation of properties or qualities Agfregate, o

rative and
2. Integ i configurational. Under this view of mer "
attributes is strezsed, peraanality, the organisation of

q Hierarchical. These definitions specify the various levels of integration or orga
- Anisation

of personality.
& Adjustment. This view emphasises the adjustment (adaptation, survival, and evolutio
: | l

of the person to the environment.
Distinctiveness. The definitions in this category stress uniqueness of each persanality 2

approaches, he has offered the definition of personality as such

isation within the individual of those psychological systems
tment to his environment.™

give a complete picture of personality, and to get 1S

5.

Drawing from these
=personality Is the dynamic Organ
that determine his unique adjus

However, this definition does not

complete picture, 2 further probe is neccssary.
Latin word ‘persona’ which means ‘to speak

The term personality has been derived from

. This Latin term denotes the masks which the actors used 1o wear ancient Greect

and Rome. Thus. personality 18 used in terms of influencing others through ““TT:I'.

appecarantce. However, MEre external appearance. though important for personaiily
o Ruch, personality should

characteristics. does not make the whole personality. According t

Include:

{1} external appearance and behaviour or socl
(if) inner awarecness of self as a permanent organisi

[ measur
(ttf) the particular pattern of organisation © i
may be defined in terms of orgar b n the form

al stimulus value:

Taking these aspects together, person® jar manner; this &)
tmulus ina parllﬂu ing o a'!.'-t'li"-d“
to react to @ given © alf, The unique W&y of respat’ [ﬁﬂ the un

as predisposition
S aomaiatent response to environmental SURT -y gy, personally e athers and
.w“ﬁ'mﬂwzf%vﬂuﬂ in his relationship wit
traits and patterns of adjustment
(able, 1068, p- 319

\D.E. James, Introductton to Psycholog¥: London: G 4347,
3Gordon W, Allport, Personality, New YTk Moy Fiv TP
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Witonment This tnplics practure of personality bl s
stesond “’::;; Madidi has e el I;!'l"l'l-f"rl.lﬂ“'.' an [ollows

well. Tuking these aspects of persons
s neteristers anvl fenudencies [t el e TR (hOse Commmmimalie,
Termonality is o i of eelings. and actiona) of prople that g,

1L
ﬂmﬁrﬁhﬂ.ﬂ““:::! :::l'hl.:::h:llulrrlllﬂﬂ an L weale resnlt of the ancig) gy,

tkagrenl presswres of the moment =
In this text. we shall take personality an the trinits pnd characteristics of an
because of which be xhows consistent

PERSONALITY THFORIFS
hology tn —
Mam personality theorisis. nol only from the field of pry T
wih human behaviour also. have carried on rescarches Lo find answers 10 the ., ”“:“

What i porsaonality” What does personality constitute? How is behaviour REverned
* The various theorists, however, could not give the answers on which ”-=-'rr-.-..;:

-“Hm rather these have reaulted into a piumber of theories of peErsorinl ity o 2

wvervore has his own definition of personality. practically, everyone has his own thegy, -
Thus. grouping the various theories and labelling the various calegories becy,y,

adifficul: task_Each theorist cannot really be grouped with another. even though he May hay
from stmilar positions. However, the most logical grouping of personality thee,,,,

\seems 1o be tto psychoanalytic, socio-psychological, trait, and sclf theories.
Puychoanalytic
theory is based on the notion that man Is motivated more by unseen fore,,

e &s controlled by conscious and rational thought. Although Sigmund Freud (s mo
ha_d with this theary. others, such as Carl Jung, Alfred Adler. Karen Horney, apq

.I.I

14l II'I:II'I
1

pattern of response fo environmental sty

il even Irom o)

Fromm, who all broke from Freud, made additional contributions. Clinical techniques
primarily to develop psychoanalytic theory. Freud noted that his patients’ behavioye
eould mot always be consciously explained.® This clinical finding led him to conclude thy
maor motivating force in man was unconscious framework. This framework contains three
aspects. though interrelated but often conflicting, These are id, ego, and super ego. They are
80 imterrelated that they can only be artificially separated for individual study and analyss

L The 1d. The id is the source of psychic energy and seeks immediate gratification for
Bislogcal or instinctual needs. Freud believed that instinet could be classified under Life

AL Hﬂwmmm.mdmm:mmmmhﬁm
their actvity is the libido. would proceed unchecked to satisfy motives, particularly the
w—qﬂm.muuhﬂmmmmmmmmmmpw

imatures, he learns to control the id. But even then, it remains 3
‘conscious and logical part of the human personality and s
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personality
3. The Buper Ego. The SLIPT B

sthical constraint on behavioge 1y TV "
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oA NOTTS '“FF}'“"' '1"':"'.|I~II-: i L L I
T Whian i —
the working of the super ego 4y | U T gy
and norma of society R 1R v bisise
The psychoanalyvtie theoary o Fretd i | i I:_...rl.- i
L e . i | gy
mﬂ.mrrlhll' e lor selentife verifie g A T L T — |
Lol e | e
from the personalin Thisd is wlys '} e LR |I T, il ——
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’ vewand fyrw
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Soclo-paychological Theory
.h'ﬂl'l'ﬂ'l."ﬂ] p‘” sonality theory re URiTimes | fye 1
aociety. The indivicdual strives (o meet the needs of (b NErdependence of the it e
[ ¥ ® Riwrirty wibiibe bl o8 B L
o attain his goal L".hl_it L:i-!:'ll.'t ihteraction, the person ity of -“I ,,I, h.-ul.- LY Felps the inelivcea
i= nol exciusively sociologic; k . sl ks determ
Hm sical but rathe I combinotion of fwo I'he n |r'~..:-"”’l"‘I i
EIIEN MRt

with this theory are Adler. Horney. Fromm, and Sullivan

Socio-psychological theory differs from Psychoanalytic in
and not the biological inst . i ot dear T P, ol
ogic: sUncts, are the importan determinanta in shapang

Second, behavioural mottvation is eonscious; man knows his needs and wants

and his behaviour s directed to meel these needs.
The theorists accepl that socio-psychological factors determine personality. however, thers

is no general agreement as o the relative importance of social vartables. For exampie. Fromm
the importance of social context, while Sullivan and Horney stressed interpersonal

behaviour, and Adler employed different variables. Horney's model suggests that homan
behaviour results from three predominant interpersonal orientations—compliant. aggressive
and detached. Compliant people are dependent on other people and move toward others
Aggressive people are motivated by the need for power and move against oihers Detached
mﬂ:mnﬂl‘-ﬂﬂ!ﬂﬁml and move away from others.” Socio-psychological theory offers. to &

greal extent, the answer to the problems of emergence of personality, particularly =
:,-d' the influence of social factors in shaping personality. The managers in the “'E““"'-"';;

. shaping the behaviour of their employees However.

can take clue from this ﬂ:;“}:f’ﬂ:'m hﬂiﬂﬁnur as determined by personality

cannot get a total picture
e study of personality. This theory

Trait factor theory presen h to th

ye approach 10 ey
postulates lndlvldu:l: qUE:gﬂn[:]t:ty mli];mpna:d of definite prtdﬁdﬁ:un:ﬁ :t: i
sy fine any distinguishable, relatively ¢ N |

onsidered as indi

" L
TSl W ilenliaie

alle be defined as
:mnww © Thus, traits can be ¢
m basically three assumptions of this fHeOKY: Jute amounts between
= n to many individuals and vary in abso |
1. Traits are commo o regardless ©
ine : rsal effects on behay ariables I8
, u_ (11B
tuatio &= indicators.

behaviours.
1&: m:::r ement of behavie
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H this ality.

t theories of personality represent the mory

o socio-psychological, and tral
w ::;:Inmlngtht}:;’t human personality. Self theory, also termeq
lﬂwﬂﬂﬂ 8 phasises the totality and interrelatedness of all behaviours

. dig e than do any of the other

-M mm.mwdﬂﬂml

consistent, conceptual, gestalt composed of perceptions of the “I" or "me” and the perceptions
of the relationships of the “I” or “me” to others and to various aspects of life, together with the
values attached to these perceptions.'® There are four factors in self concept.

1. Seif-image. The self-image is the way one sces oneself. Every person has certain beliefs
er, these bellefs are a person’s self-image or identity.

about who or what he is; taken together,
Erikson has defined identity as “a life-long development largely unconscious to the indfvidual
and his socfety." lts 1 *s go back all the way to the first self-recognition: in the baby’s earliest
exchange of smiles, there is something of a self-realisation coupled » ith a mutual recognition."
2. Ideal-self. The ideal-self denotes the way one would like to be. The ideal-self differs from
Mhhhﬁm . £ __.: AP Ry i ._'_._ g ]ﬂmr
witle deal-self indicates mw mﬁﬁh‘mm B R m percctvea by

o Allport. op. et ot
Raymond B. Cattell, The Scientific Analysis of Personality, Chy

"Carl C. Rogers, Counselling and RPCHOT
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Mﬂpﬂaﬂ re-cvaluales himself and readjusts his sell-image 1o be more consiatent with the coes
[ | i s il z 1 = 5 _

Tm“.ﬂﬁm:: S PR Becqgaition of Tig real-sell, and the validity of his

A - glf-mnﬂ'EPl gl.'h'-EIR him a sense of meaninglulness and consisteney. Gellerman
that “the average individual is not particularly well acquainted with himself, so to
ohscrves he remains quite faithful to his not-so-accurate image of himsell and thereby acquires
Qﬂk‘hl - analysing organisational behaviour, the self-concept plays a very

consistency.” In Yy B

rson perceives a situation depending upon his self-concept which has a

some
significant S :npl.t“s behaviour. This implies that person with a different self-concept needs
direct mﬂuﬂﬁﬁur ﬂlﬂ-ﬂﬂﬁ'ﬂﬂal practices.

PERSONALITY DEVELOPMENT
ntinuous process. 1 starts since the child 1s in fetal

v e egs continues throughout his
o d learns and this process €
e an be seen through different Stages of age ol an

e
individual each stage different aspects of personality T?::a; mﬁw 32
/o ; oy different person ality theorists. These descrip

1. Freudian stages

2. Neo-Freudlan mgﬁ--Eﬂksutfa ps:.rnhnlngiml stages.

dmgmlﬂrﬂh
i 1 et AT
gt persnalty BB Gy o T
t was Freud who first formulated @ MEAE® oy of four maln 89 flect differe

e §E tnfmt.:acﬂ hca:ﬁﬂl]l'ﬂﬂu ;i_'ﬂ,'ﬂ.!
Preud, personality develops 5 8TST R g it ssied 00 [ﬁﬂmmﬁ
person and thes® B genital Stage: F;:ud how it happer

Scanned with CamScanner



Scanned with CamScanner



F Er |||JII|'||-'r|I|r| il ‘
Pﬂrnhulug e :
" | Y, ;
““ﬂtr mh angd E|I"'|'l"|'1'|'” it of igpelivicluisls winile 11 may he (REELT | . i ‘Vf‘ﬂl'i‘[‘
of Eﬂll.ﬂ P‘trﬂﬂ“-\“l}' enarncterintion. ihese olpracter IS MY be umelul onky g “"'“IIHF” L‘_h-"-'l:{
the and j.'l'l]}' or a llmited number of situations, Therefore, i LeCOmos imigeng T il "'FIJI ’bd‘
il F Ciors tha CRUBe a @ven personality boo wangse Or deyelop IM L!. "HETR can e ": I:“"n : ‘h: o
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Categorised these factors into fuoar fumd amental e :I piaticris, ldeas, and “r”ml““. " ¥
h" ) arthesna (boliefy. frame of reference ynajor aricnia '«l'-llr.li"'n_ ¥ 15

; r T s TTARLE.
[inner drives] and self-schema (observation of ones rwrrs Tse v ienir ) I Amitlary !“?'f'.l_ .
Mitchell have classificd varfous determinants into heredity, groups. and cultural g, oy 2
plrysinlogical and peychological which play important rolein human personality 17 biene g )
are inferrelated .nh l:1!r|l‘|l“j!l‘lll|l‘il| Howewver, [or Lhe puirposc of analysis. thene i
clazsified into four broad categorics

1. biologpcal factors,

2. family and social factors,
5. cultural factors, and
4. situational factors

The Impact of these factors on the personality may be seen from Flgure 4.1,

Ty
\

Vb

E.inln_.;ln:'-nl factors

w

Individual
| Pasmsly and group factors [« » p:m;““';u}, e————|  Situational r@

Cultural factors

FIGURE 4.1: Determinants of personality

Out of the varfous factors of personality determinants, only biological factors have one.
sided impact while other factors have interactive impact

as the individual himselr
have some impact on these factors. -
Biological Factors

The general characteristics of human biological system influence the way in which human
being tends to sense external event data, Interpret. and respond to them. The study of the
Wmmmfﬂ io p?rsunality can be divided into three major categories—heredi

nL Heredity. Hﬂ'ud;?ul: :lrtrl:n&cnﬁaﬂhn D;I:: qmﬂl:‘ut;i from ancestor to descendant through

mechanism lying chromosomes rm cells, Here e

certain w. mental, and emotional states. It has b-tf:n established ﬂ:?u&mw
Hmm mﬂ?ﬂcﬂm and cal characteristics ean be transmitted through heredty
' > aco uuuprmfumtavaﬂubttfurhuman beings tho@payuhnloﬂﬂﬂ“&
LM ve drawn the conclusion that heredity plays an mt role in personallty
MQT; Second biological factor is brain which Is supposed to play role in shapi®é
rmmu » Though not conclusive as yet, physlnluglsmandpaychgbglm have studied (¢
Javid C. McClelland, Personality, New York: William Sloam, 1951,

Y G. Scott ;
and TR. Mitchell, Organisation Theory, Homewood IL.: Richard D, trwin. 1962, p. Ol
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Mﬂ -
of human bram and have divided it into two PAFtA—Ief hermia

l"""ﬂtrnﬂh: body and right hemisphere which les in the left sl “L"Tl':'l:"':‘:'l“h lies in the

rﬂ:ﬂ of the brain, an individual's personaiity deve bope Fowr exaimg irw ::’;’:’"ﬂ:‘!

- ' ] i £ an

i P CRATACIETISLCS and dimensions atiributed (o the left ang FEht hemiaphere of the

u.’.‘m im Table 4.3

g TABLE 4.2 Left and vight hemisphere of the brain
——Left hemisphere Right hemisphers -
"""'-—Tq;ﬂ‘wlh'* Spatialmunsical -
_mathrimatical Hislisii
Lincar. detailed Artistic, symboli
tial Stinulianeous
Controlled [ amcsticral
Intellectual Intuitive, crealive
Dominant Minor {guiet]
Wordly Spiritual
Active Hecejilive
Analytic Synthetle, gestalt-oriented
Reading, writing naming Facial recognition
ordering Stmultaneous comprehension
of significant order Perception of abstract patierns
Complex molor Sequences Recognition of complex figures

Physical Features. The third biolo cal factor determining personality formation is physical
mm rate of mm:rauﬂn.ﬂn individual's external appearance, ﬂu-c;ﬂ a%
determined. isan important | edient of personality. In a narrow sense, personality is ¥
wa;’m of a periunﬁ Huwcw:r!]ﬁris not true if we take a comprehensive view of tm
personality. A person’s physical features have somc influence on his personality bt:::use _

s others and, in turn, will affect his self-concept. Mussen chserves that “a child’s
veseal characteristics may be related to his approach to the social environment, to the
artancies of others, and to their reaction to him. These, in turn. may have impact on
119 Similarly, the rate of physical maturation also affects personality

persons of varying maturity are exposed to different physical and social sttuations

differently.

iopaen to more distant or global groupings. Famil
acies w"’“‘*‘;m on personality development. These groups have (helr
. a:;ﬁhtchlﬁﬁdtﬂdnllmlmtmxﬂﬂ,m the enormously
; - mmnm.wm“m“mmmmmm

pd accep e al contact between mother and her new infan.

e ﬂm:p«ﬂl tries to identify gt
5 2 . to behave like his
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qronment and family members, ther,
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pson's home family as the person is expogey
5 Sacial Groups-

t of the :
from wmclnllp!il]l::.m;';”l_ friendship. arlui other work groyy,
'ﬂnﬂﬂ the Wﬁ'mﬁﬂﬂfl;ma;m personality developmen:
*_‘" S

wrad Pactors cion making It generally determ;y
4 the umderiving determinant of ;::n:;m{f:flm“ﬂ' and ¢ wperation. Each Eullu‘l-:
Oultre towards independence. :ﬁ;‘:‘m the ways that are acceptable to the group, 1q,
'-""_ and trains s m:dﬂ:ﬂl:] group defines the range of experiences and situations b,
-H*.ﬁ:#ﬁ:l'& values and personality characteristics that will be reinforees
s Mkely o encoumIE? e the impartance of cultural contribution to the personality, a liney

: be established between personality and a given culture. One probleg

siems from the existence of pumerous subcultures within a given cul®ure. Thus, workers an
not influenced by the same culture as managers are.

-

under which the behavigur is )
role the situation m pocurring Milgram's research study suggests that very powerfi
that a situatin mwr:rmm mt personality. On the basis of i

his research study, he states
e hﬂmﬁ on the individual. It exercises constraints

Is
m . In which he h-m.' dm;m the kind Dfp:rmn a man is, as (b

Apart from the biological, sociological, and cultural factors, situational fact
: s 3 actors also determine

model of human behaviour considers the situation

: . T his personality history ™
wmﬂaw.m.m‘-‘ m’m - 1+ 1937, pp. 180-205
Per & Row, 1974, )
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