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‘lo ’”"””'":
) e human life. Ope l,
: s the necessary aspect of ne of Ky "
in some way is L s . - e o w,
2 i this world is change. We see all sorts of changes Change " iy,
W in man-made m-ganlsuilmm. t‘|u|ll|.1t‘ in biol Wical ]""”}'q l|'alr;,“_ " !"r
changes, chang me form or the other, either for better of for wop, . M g Yea,
society is changing in so Worge on,

of change 1s for better. Therefore, in dynamic society surrounding today'y .. ”""‘H.h :
change will take place o TRAD . O

question before the managers is nol whether f('hfn e ; ulc OF not. The .0 ""ﬁ.mr,, ;.n

s how to cope up with imevitable hﬂrrﬂg" &) anges alt conlfront the Orgay Vs

te changes in the organisation in order to better achieve its leJ]'f't'Hv "

- '.H'-’ Py

ts relevant for the managers to find the answer (o this question ap MCOMDOra o, °
dlp

organisation. ity ’hp“
Nature of Organisational Change

The term change refers to an alteration in a system whether physical, blolog,,
Thus. organisational change is the alteration of work environment i Organisay, Od . Or S0ety
2 mew equilibrium between different components of the organisallon-lechnolo n. g Ml
arrangement, job design, and people. Thus, organisational change may havé .'siruquréﬂ
features: founwlﬁg
1. When change occurs in any part of the organisation, jt disturbs the old ¢
necessitating the development of a new equilibrium. The type of new tq"”?hn T
depends on the degree of change and its impact on the Organisation, " lbrigy |
2. Any change may affect the whole organisation; some parts of the Organisatigp, |
affected more, others less; some parts are affected directly, others indirectly May b
3. Organisational change is a continuous process. However, some chan ;
minor type. may be absorbed by the existing equilibrium: others,
ones may require special change efforts,

Newstrom and Davis have explained the impact of a change in any part of the Organisatiog
on the total organisation. ' They have illustrated it by comparing an organisation to an air.
filied balloon. When a finger (which represents external force) is forced against a point on the
balloon (which represents the Organisation), the contour of the balloon visibly changes,
becomes indented at the point of contact. However, if we look minutely, we find that the shape

changed; it has stretched slightly. Thus, they have concluded that the
ange in any part of it.2

agents want to bring changes in the organisation, employees wanl
- Though these phenomena will be taken later, what is important at

gES wthh are of
which are Major
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[ afﬂ"'
ors
nct = @ 2 » g nll
pisation exists in some conlext; no organisaty
rgd Jeract with other organisations and | M IS an islang
i ndividuals. NN Maell. Baey
musy

) 0
5\"‘" allV g, governmel i
ot 'aﬂ.holdcn-. L.” ey i—and many more Eac the COnsumer
rflmﬂg (o others in its environment. Thus, pe 10 8 Suppliers,

s ity

o piltt ment in conducting its affairs, but only an o

ron 1 must p) TEAN Isatigy

ishes 118 goals and conducts ita ODeTate T” five ¢ must dey)
m

continue to be dynamic Changes |
5 dwamral. and legal environment foree organisations (o rh'f‘ social, politieal
""'m:,gull into nrg.'misallmml changes like major I‘unt'llun:'u.'.r lhrmvhm_g:.
{ relations. nature of competition, economie constr: Production process, late
Ave in the changing environment, nrgm::l.:::;'nmﬂm“'ml wﬂ--,.s:
¢ must change H’q' m

@ 0 surv
Of ganisat
lon may be seen

8 The pire
: “""-d“ r
nt

eeonomic
ich r )

c . g e

L va
L ing context.
. fol . .
the cal Changes. “-’.Uhrn there is a change in technology | ganisation
" and other organi:..muus adopt the new technology, the urg,;n o, ¥ Gmieations
. - Anisation under focus

1.
ey jess cgst-tﬂcﬂ“’t and its compelitive position weakens. Therefore, 1t has t adopt
" 0

_When the organisation adopts a new tec
:mmmm has to be establishled. We have s:cr:]o:s%hl:;:::?rzkost::: ::r;:dma;ud
pact 08 jsation structure, organisational processes, and behaviour 0:': ~
computers and automation have made significant impact on org:l?ﬂ:iuifl
“M’
4 in mﬂng' Conditions. Since every organisation exports its outputs to the
¢, an organisation has to face competition in the market. There may be two types
:W. which may affect the competitive position of an Organisation—-olhcr-orgamsatmns
the same products and, buyers who are buying the product. Any change in these
wﬂ .,g require suitable changes in the organisation. For example, when Indian economy
was liberalised (the process still continues), there were many foreign organisations which
entered the Indian market. This forced many Indian organisations to realign themselves with

the new situation. The result is that there have been many cases of divesting the businesses
and concentrating on the core businesses, acquiring core businesses. and developing
' to face competitive threats.

competitive competence Similarly, there may be changes in buyers
1 terms of their needs. liking-disliking, and incom

: e disposal for a product. These changes

foree the organisations to bring those products which meet buyers’ requirements.
3. Social Changes. Social changes reflect in terms of people's aspirations, their needs. and
neir way of workir Social changes have taken place because of the several forces like level
of education, urbanisation, feeling of autonomy. and international impact due 0 new
wrees, These social changes affect the behaviour of people in the o:_gamsauo:.
aired to make adjustment in its working so that it natches with people.
jvities which

N he act
1 Changes. Political and legai factors proadly define t nahing
ke and the methods which will b¢ followed by it in accomP
‘and the metho B sy Affect the mgamsauonal

.'-. . in these political and l¢
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anagerinl personnel and deficien oy,
Y In e

because of two reasons change In.m

organisational practices

x|

1. Change in Managerial Personnel. Nesides environmental changes, there |, d _
managerial personnel. Old managers are replaced by new managers which | ne:h'ﬂ.
because of retirement. promotion, ( ansler, 01 .l!llllilﬂmﬂ. Each new Manager "'Tln "4, N
ideas and way of working in the organisation Ihe relationships, more Dﬂrtlcma"? hig .
ones. change because of changes in managerial prrn-n_nurl_ Moreover, alllmd“oﬂhc g
change cven though there Is no change In them. The result Is that an orﬂamuatl:? ey
change accordingh s hﬁ
2. Deficiency in Existing or‘nnlutlon. Sometimes, changes are ncccsaary b |
deficiency in the present organisational arrangements and processes, These deﬂcle::‘“hc ]

be in the form of unmanageable span of management, large number of Mmanageria| j,,,..* My
in coordination between varfous departments, obstacles in communication, mulg ol :
committees, lack of uniformity in policy decisions, lack of cooperation between line ;’n"é':lg -

and so on.

Chain Effect of Change

Quite often, a change touches a sequence of related and supporting changes, This is

domino effect. It can be observed that a change will bring disequilibrium in the or no"'ﬂ-iJ
In order to achieve new equilibrium, the organisation has to modify many aSpEzn Alion_
organisation. All these aspects are interrelated. This is what the systems ap 'S of he
organisation theory suggests. Thus, a systems approach to organisational changeplzoach"'
followed. For example, if an organisation is not able to face competition in the mark etas 10 be
of its old technique of production and competitors with new technique, the only jterr. . %
the organisation is (o change itself according to the needs of the hour. In this rrna | "f-k'
organisation will acquire suitable technology. When this technology is put into E eSS, the
may change the job content completely; old jobs being replaced by new jobs. Tl;;a e

| amn

requires change in people because they may not be able to work with new ré

m R
change may be brought either by recruiting new employees or training the mwﬁéﬁﬁ' .
lrlw Jobs. The second alternative may be preferable because there may be envirop . &
constraints on replacing old employees. Since the job structure is changed, the [
relationships ll:ug people will have to be changed because old relationships may not §
hm‘ . Thus, _ these factors are interrelated and simultaneous changes have to be mac

Mm Whenltisprmcd by some factors, either external or intern
e e o Whll:h believe in traditional pattern of worki
. 1ons introduce certain methods or systems wh
rganisations which were in manufacturing busine

hey did only when they were forced by
ﬂm schemes for employees.
1 of the likely behaviour of the fortt
S aie known as prospectors Wil
W opportunities and threats.” Bel

i brocess, Nev 18
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n
0’90 jes or threals force the
ptunit 'm o chs o
s PP sations undertake change pr _l inge, they incorporate the required change.
o g " Programmes on regular basis In order to avold

org? f inflexibility. Consci
- Ous managers view that their organisations should be

any jnertia ©
;l opmg quse 2 single method 1s not the 1
e ' best tool of management at every time, Thus,

orated so that the
o’ ¢ are incorp 1e people develo
' ) velop lking for ché ¢ 18
c“'“g;ssafy resistance When major change in ()flt’,ﬂlllﬁl]lﬂl)n mkbrouﬂhll l:;sr cii s

go?
o anﬂed Change
'« Jaws is that "bodlies

on¢ O{New:?n';hcre is an orga“(:;;:l:::rhl\ot.lon tend to stay in motion; bodies at rest tend to
stay e 'f rward movement tend al version of this basic truth. Those who believe in
§ and 10 o Whinan arcind hn EO be examplars of change, while those who believe in
his 1 how W ime n:gs onsigm ere” lead to doom, Therefore, bringing change in 4 planned
anner is the Pflh o lp : ty of all managers who are forward looking. Planned change
pims 10 prepare ? a‘orgasl sation, or a major portion of it, to adapt to significant changes
in the organisation's gOa1S and direction. Thomas and Bennis have defined planned change a5

| chan_qc'
613

“planned change is the deliberate design and implementation of a structural innovation, a
new pollcy or goal. or a change in operating philosophy. climate, or slylc,”“

planned change attempts at all aspects of the organisation which are closely interrelated:
rechnology. task, structure, people as shown in Figure 25.1.

[ Structure

3

< > Task

Technology

A

FIGURE 25.1: Factors in planned change

hnology refer
e Teclions and techniques which

to do things. It may md:ffxé-n‘;?d distributing procucts.

_making procedures:
m ing devices like computers 10 facilitate

L tom
9. introduction of au = B ntrol: an;,nuc”’“m of unit production to Mass production.

tion

of pr hnology affects nature of task, organisa

3. mmmcrhodﬁ PO a chang® “:,;c(l:n the organisation. Thus, any change in
vio

op factors:
m“”l i a:: P all thioe anges ermine the types of task that may be
tates -rclated Cl::n # Chapter 22 that a job consisting of several

8- n. we pre Change and Conflict, Baltimore:
M«lﬂ”‘cﬂ:& an operaﬂo ) he Maﬂﬂﬂm of
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ﬂllﬂ"m from job .-iimplll"lt-unnn to ‘hamu
r

ays : ore job char; r
“‘ “““‘hﬂ' ol W .M (‘ﬂl‘mdﬂ the (n-l( ) . ir if*'l.(?rlgucﬂhﬂll'lc
na mu d feedback from the job. rﬁak‘rpl"l ki)
“1¢

be re ch 1
vt """‘"f:;‘:,u autonomy: & . ""Hn::"'

| changes redeline nature of "’l’“lonq

-‘.”“ e Wm . gpructurad . N
(tions and may nelude: amnng

chan@ing aumber of hlerarchlcal levels,

: - organisation (o another form,

2 g o agement, ond
8. ChanS W0 T and functional authortsy

these may affect the formal reporting re
When structural changes ';em“,equmuy informal relations. "’“fmsh,m

Prople selated Changes Changes of any type as pointed out above require chan
These changes may be of two types—skills and behavioyr. Thgee,: in Peoy,
-a-#"wm the type of change. For example, if there is 2 change i te;gn"udf
automated, it requires different type of skills in the operators no

say from manual 10 > ™
1 the previously used skills. Similarly. changes in behaviour and the smlo_psy:‘;";pand
factors determining behaviour are required. There are various techniques for Ologiey

changes which will be discussed in the next chapter. ringing Such

Objectives of Planned Change

The planned change is needed to meet the overall objectives of the organisatiop Sine

in the forces—both internal and external—affecting organisationa] funct: there
fhe organisation has to make suitable change to meet its objectives. Thus, objectives f -
change may be twofold: (1) modification of the organisation's mode of adaptation to cohr such
= it environment, and (i) modification of structure, technology, attitudes, values and?::i%es
beliavioural construct of people in the organisation. ‘ .

= lmnf; :.Organlaatlou is basically adaptive-coping system. It has &

it an environment nent which Indm' ked _bydynamc characteristics. Every organisation has
= hm woey ml‘hm._ o i Because of changes in the environment, the
— 1 15 affected. nm;hangesare minor and come within the preview

mmodate them automatically. However. !
amework, the organisational equilibrium W
1s adversely affected. In this case. ¢
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o system. way of behaving, leadership and work i
t l}ci‘avmur. Such changes must be made accordin

rusmlf"‘“

styles, and other relevant

"

:af""'wauoﬂ"l

gt ,\d.putlon. Organisation structure is th pattern of relay
[ clationships Among
¢

and among various position holders. Struectural adapt;
ture of the organisation. This change may be in the :,:-; :l:m" involves changing
authority structure. Change in organisation ”'”1.«: e set of relationships,
d interactions no longer remain valid and ‘1::-{[:; r::l‘:ll:!!d becaune
- ¢ changed

jtions

Adaptation. The impact of recent tec -
e takcp into account the role of lcchnnlom,h::,o:::g:l;:ﬁ::flpmcm has forced
hanged environment which may include tcchnolﬁﬂlcar [ascl.::r:css. In order
10 jsation has 1o incorporate new technology. Thus, this tcchnoldgjcal adapma:;c:l' P
ﬁﬂ" the organlsatJon to change its task. orces

on. Technological changes may bring man

on the job performed by the lndivldl.glals lnytm:a;l}::ﬁ: Igt?-ﬁa:hl::zj :: :
pe many neEW of jobs, the existing job performing techniques may not be suitable. Morcm:
y be new job load because of the job enlargement. In such a case, a new equilibrium
4 out which matches people with jobs. In this matching process, there may be

there ma
has to be foun
ch must be encountered by planned change.

ceveral pmblcms whi

pROCESS OF PLANNED CHANGE

ent of organisational change is a complex process. Organisational change does not
occur instantaneously. Instead, it involves formidable exercise on the part of management. A

morganmaﬁona] change requires considerable planning. The change is successful if it is
ed way which proceeds in a sequential form as shown in Figure 25.2.

. pisation to
the u."llh the €

5 : Task forces

taken in a plann
identifying need Elements to | | Planning Assessing Actions for
for change ”| be changed | | for change ”| change forces | | change

T Unfreezing

Y
Changing

Y
Refreezing

Feedback ¥

FIGURE 25.2: Process of planned change
‘The various steps involved in a planned change. thus, are:
L. Wmed for change,
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isation is req

n th
hen chan ©
ify W much strong:: resistance while ug

616 .
rdentifying eed fOF GRrss pange 18 to 1d e

- basic step I thncd' h-l ange May prodit® rhough ! ere are various external forg
. h-r]:':: .-\ :umr for the gake l‘vl:ull‘:hml from I,N]I,w{ Ih:‘ Ofganlsalion analyses oSS
3:::1 pecessan changc® I_nmq::t*:lllii.-imh“‘- . .w“;“‘r:‘(‘ﬁ cS not aﬂ'cct the Organisauon. |
necessitating | pange 0 A7 F.'| ange 11 xternd! for 1dcntif}"“g need for change comes f;
external forces affects ‘-1 o the Jost nfo mal 4, the PrgceSs of change can be viewed

pange. THUR 20 sirement. Some of the features ¢
tion, declining profit

tlvc—m:tiorl .
nhange HKE cost of produc
re nd growth. etc. Such indicators ma
‘Z_ il

gfon &
: cxpanq‘ undertaken to overcome these. "
ap analysls. that is. the gap between desired
the difference hetween what the organisation
sis should be seen on progression
of affairs is not 2 _The organisation may go on
reover, g£ap analysis can be made on the
e operation of the organisatio
competitor in th€ market, this may not affect the
e. Thus, gap may exist subsequ tly.

t at a later stag
{ be sufficient but projected data will be more

Kk ana

isno need for € ;
1S feedbac
-:.pﬂ‘lﬂ |

the of .:;1:115.’!(101
of con tro

a par t

foroe Mans

Iﬁrnnﬁmtmn 0
of affairs and ac
what it sh

achieving and

basis becausc desired state
changing its objectives over the perlod 0
basis of likely gap because any change in any factor

For example, if th

statc

ere is €n

mearingful.

Elements to be Changed
uld be changed will largely be decided by need and

What elemen*s of the organisation sho
fidentification of change will provide clue why ch

objectives of change. While the process O
should t::z platx&iﬂs stage ::kﬂs the analysis further by diagnosing the problems
because of which the change is necessary. For example, declining profit may require change

be changed. Therefore, it is necessary to .-H'.:.._

:dnesmtspecﬂ?what elements are to
factors which are responsible for declining profit. Usually, change is required in thre

major elements
-ﬂmad:: e sl structure, technology, and people. The natte
‘organisation. Structural chang:: mv:]l f:pend on the type of problem being faced by the
‘departmentation, span of control, ﬂr@zué t::ude job design, job definitions, basis )
mechanism, power structure, flow of task et: mumnnw“dm and procedures, coordinat on
quipment, v o logical changes include changes in plar ':
2oy anisat! :;Tcﬂon methods, engineering processes. €1
sation has to change in some form or the other. Chait

L mwm Al
jon structure 555
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o yrposc. The sccond question when to bring change s related
¢ the p\ . While deciding time element of change, mahy raciarc hwﬂh 7
of rl“f‘l?'wm"_r of forces which are likely to resist the change and u:, uave e
.sl“'h "“_ ept change, time taken In training and development of peopl -
the changed situation, time required to make rcnourc‘:ts :v;l::h:narkt
bring change requires drawing up of procedure, that s, Chrono!o;]c(-};
. - events of the change. Normally, change, expanding over a long period :;f
__ \'afm““n“mm process of putting change effort in one aspect, measuring its fmpact

o 'ﬂﬂﬂ" dvsmncuonal aspects resulting from change, putting change in another aspect,
“gssgoch on over the period of them.

change Forces

is not automatic, rather, there are many forces in Individuals, groups.
jsation which resist such change. Unless the cooperation of people is not
process will not succeed. For this purpose, the management has to create
e ent in which change will be accepted by the people. This problem is referred to
St of overcoming resistance to change and will be taken later.
aroup . there are some forces favouring and some opposing to maintain an
This has been referred to as ‘field of forces' by Kurt Lewin.? He assumes that in
e on. there are both driving and restraining forces which influence any change that
v forces are those which affect a situation by pushing it in a particular
: they tend to initiate a change and keep it going. Restraining forces act to restrain
to decrease the driving forces. Equilibrium is reached when the sum of driving

als the sum of restraining forces as shown in Figure 25.3.

(llll"‘

etc. How 10

)

[
4
- gliing

Restraining forces
R,

y \J Existing equilibrium

A A

R, R, ”

| e—

[ |
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O gaanisatioy
Ariving [O7 e, MANARETHen

2
2. If the restraining forces are stronger than thr
give up the change programme OF puarsae it by COT entrating on d ‘r
l'h.!l‘uf’n'u.: restraining forces into driving Ones o1 "'"““'""““u them. 0
3. I driving and restraining forces ar T LLAL eunl, ™ m.wﬂnrnl ”‘“m‘”h“’h { v‘
, e fmmobiiine restraining forees 1

forces and at the same thne, Can t Vel
cpen and/or ¢ onverting or
the o ving forces exiat or

forces at a m“ 1

by dyiving T

rIhange i
g and e wiralning

[ NI
1 ‘ﬂ ML

of dlrivin

Thus, the management has
restraining forces =0 thal prople A

efforts have brought the eguilibrinm

‘ "
M can 1ake necess TR Ll HHONns= LLRL) chang

go for the change

changing refreezing,

- Lsts aside his old bek
Unfreexing. Unfrecsing 1= the process i which a per son CAS : :
. " ' ‘hs dem
might be inappropriate, It relevant, Of jnadequate to the 'h'-"“i-'."l‘:’- ands of the
it as the action relating to € anging the target.

«0 mMust Manager help emplo

ton is as imporial ‘
farmer must clear a field efore planting new sccds. ¢ v
. Schien has 8 . me measures which

their minds of old roles and purposcs :
6 These arc &

helpful in undertaking anfreezing process.
duals being changed fro

1. The physical removal of the indivi
al relationships.

sources of information. and socl
2  The undermining and destruction of social support.
| dividuals to see their old at

3. Demeaning and humiliating experiences to help in
or behaviour as unworthy and think to be motivated to change.

4 The consistent linking of reward with willingness 10 change and of punisk

unwilling to change.
This is the stage at which the individuals being changed learn new behavic
etc. There are a variety iy

Changing.
methods of working, new thinking, perception of new roles,
these can be inculcated which will be discussed in the next chapter. §

through which all i
has provided for effective change which are as follows:
rimary purpose of change is to improve performance -

1. Recognise that the p

2. Make individuals responsible for their own change.

4 Encourage improvisation, team performance, and coordinated initiatives.
4 Ensure that people see how they fit into the larger organisational picture.
5 and provide just-in-time training for perfc
6 :

Actions for Change
Actions for change comprise {hree stages """""”"ﬂ'

This aspect of ac

m their accustomed roy

. Encourage learning by doing, |
. Use positive energy, meaningful language, and courageous leadership to drive

relentlessly
Refreezing Refreezing means that what has been learned is integrated into ac
At this stage, the individuals internalise the new beliefs, feelings, and behavio
the changing phase. They adopt these elements as a permanent part of the r b
w. Often, there is a tendency that individuals revert back gradually to
mm which they were displaying before the change, in the absence of suitabie
Therefore, reinforcement is necessary for the internalisation of new behavi

i< -

Edgar H. Schien, “Management Development as a Pr fam

cagur 4 - . ocess of Influence,” in David R. ampt
s K. Smith, Taking Charge of Change, Reading Mass: Addison-Wesley, 1996.
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Al . s e Way 1o a pro
b | individuals may not necessarily react in th¢ ‘-| aviour as rlI:r .
e explained in terms of §-0-5-C model of human el | st o _
. ‘"ONA \
response (B) to change (S) depends on an (ndividual’s personatiistory (0) gy g '

(environme SIT . \ (s ready (0 aecept the ehange ang even wm .
nt of S). Thus, individual . o strike, and so on, While tm

the e . - ferms
new situation; individual E thinks in e (11 Group response whick hese :
responses are important, they ultimately METE FE0 e eetion of chan N b iy g
Of“'““ng acceptance, resislance, fort ed .lt'|1‘|ﬂﬂll( l'(‘."!t‘rq ' ﬂﬂ‘ d 7 The
nature of change and its perceived likely consequl ' I
gist a change, this tendeney |
Willing Acceptance. Although people tend {0 1% ol ;
e, | . (h the change. '
destre for new experiences and the rewards that come wi : 'ﬂ Thus, a)) «
s xper 8 nges which are favourable 1o them

not be resisted; people will accept those chi i t
v and people’s initial reaction |g ¢
Resistance. This s a more genert s :;::-:ulqc l".-'lf‘h individual or grou?;at"'r "
This appears to be a natural phcnumrnnn aus g ab
equilibrium and tries to maintain that. Any chn:::ll:lg:;‘ }:ers wmghi::rt')cﬂr::, he
there is tendency to resist the change. There dll‘cn ONS{he
change and will be discussed in the next section.

ept a change though ‘
preed Acceptan s, people are forced to acc
ce. Sometimes, p l; when change forci  overpower this »--. y

resistance at the initial stage. Howeve ce
have to :cccc t it. But all t{ﬁs of changes cannot be accepted b}‘/ the people even fo
imposed on fhcm by the use of power. Each pressure encourages Counter-pressure yime
organisation.

Rejection. Another form of the result of the resistance to change is the rejection of chan

ter-pressure from the group. The res
the change has been forced, it may generate coun .
that there is a self-correcting action. that is, people act to establish a steady state of ;
fulfilment and to secure themselves from disturbances of that balance. Such actions m

in the form of committing errors willingly, spoilage, deliberate sabotage, or strike.
forms of change reaction are dysfunctional.

Resistance to Change

In the management of change effectively, the managers face the problem of resistance toe
People tend to resist many types of changes because new habits or sacrifices are reg
Similarly, social systems tend to resist change because of homeostasis. Homeosta is 1
self-correcting characteristics of organism to maintain equilibrium as a result of chang
is, people act to establish a steady state of need fulfilment and to secure themselve
disturbance of that balance. When change is minor and within the scope
programme, adjustment is fairly routine, but when a change is major or unusual, m
upsets may occur. This leads to general proposition that people and their social s}
often resist change in organisations. In fact, fear of change can be as significantly di
as change itself, because it produces identical symptoms.
- Before we trace out the reasons for resistance to change, let us discuss whetherre
:::H:bldﬂhmﬂlypermd to be. In fact, there are two sides of resistance:

Resistance as a Cost. Since all changes have some cost so is the resistance 0
: tﬁW:‘" change, the organisation may not be able to introduce new phen
S m_wm_ requirement, and its basic survival may be jeopardised.
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J(:rtr'"m' e been foreed to ad

s o they h‘w:oc tions. M o adopt alternative strat

ml‘l"'l jants at new 3 d s. Many companies have been fc@ﬂs. ke shifting of

ing pf paja) Auto Limited is relevant here. In order (o incr Orees 1o do eo in the

of BA™ e ¢ ompany p,-ucurcd land near s old plmc:‘“ s manufactur)

old plant because of resisting work :u: o e S

o the new plant also. On this phcnﬁmt‘:u“ g
commented that, “The Pune plant “'}3:11;'!\:3:111“; Bajaj,

aturated, We

We saw resistance 1o ch
ange at the exis
ting plant. We

| 8.
¥ h:w;l\r l‘t(“u the
sit€ '1 td crcolate t
lﬁ T \‘.l‘ol
o O cor ©! k) [ layout
T |t the new place.

LLa . c\l
N pe® kers *
ne huud. resistance Lo (:hangc is
a costl
y affair, on the other

wor
peW _Onthe©
isation and its change agent. Resistance by
sOme

o8 8 B7 nefit 10 the organ
yrovides an ppportunity to the change agents to weigh the p
pros

des 2 d
jsation i
sc MOTe carefully. While introducing a change emphasises
{o change emphasiscs on negative side: the reality Hfs h: ‘hetv.u-T.lw.nhj
oo e forces managcmct'l (o find out this reality which helps in managi :
_ Wc;t:ﬂ:lvely. Thus:. resistance 10 change provides help in managing change in t*:‘%
about the meaning and purpose

cffective communication
nge will affect the

he need for more
or need 10 rethink precisely how @ proposcd cha

of & chang® and its members.
s in the proposed change and suggests better ways

ughgroupln

but they express it thro
dentified at

dually
hange may be i

ange indivi
g resistance tocC

inderlyin
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unemplovment  This feeling i« reated beoanse people feel that thoge who
reguirements will e better off than those who cannot mateh n

1 Redueed Opportunity for Ineenties Employees are generally “""f!d -

thelr ot In the form of inceniive s hemes. bonus, ete All these are

old svatem Whenever there 18 change, people may feel that in the new
have lower apportunity 1o ean incentives and bonus as the new system

skille
: bascd on people's ¢ .
Pevehalogioal Pactors. Peychologncal factors are op

and attitades towards change  These are qualitative and, therefore, may be logeat gy,
point of view but may be HHlogical from the change agent s point of view

factors responsible for resistance are 6o defensiveness, status quo, lack of
agent. low tolerance for change, and fear of unknown

| Boo Defensioeness. A change may affect the ego of the people affected by the e
wn order 1o defend their ogo, people resist change. A change in itself SUGZESLS thay o
» not rght at a particular level. Thus, the change may be perceived as an

exposing the weakness of the people

2 Swatus Quo. People want status quo, that is, they do not want any d
existing equilibrium of ife and work pattern. The change initiated by the org
such an eguilibrium and people have to obtain another equilibrium which isa g
Therefore, everyone tries (o avoid it.

3 Low Tolerance for Change. In the context of maintaining status quo, people
Some people have very low level of tolerance for change and ambiguity as com
Therefore, these people resist any new idea.

4 Lack of Trust in Change Agent. The effect of change is perceived in the context
agent. that is, the person who initiates change. If people have low d gree of confides
change agenl, they show resistance to change efforts. This is the rcason why Iz
resists change initiated by management because of the feeling that labour and ma
are two difierent interest groups in the organisation.

5. Fear of Unknown. A change may be perceived as entering into unchartered are
unknown. The change will bring results in future which is always not certain. 1
certainty creates anxiety and stress in the minds of people and they want to avoid it
of adequate information about the likely impact of change further complicates t

‘compatible interaction. They form their own soclal groups at the workplace for the
of their soctal needs. To the oxtent the satisfaction of these needs is affecte
it The major factors causing resistance o change are: desire 10

¢ Ll

--------------

" L
ad e

| LIl 1S

Scanned with CamScanner



..g*i't’!'”""”
a basic pro .
e ond :hh m involved is the |
.d conditions thev ' Ch 63
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ual alone, he |1s role set 1o '"1 change
5 mere) pport th
Ny place -
el Inite
) role

he is an i1
st h‘]'lt'l‘i;ll’l-"ﬂ'Li an
5, and other
1ers retain the sam
€ role ¢
Kpectatic
y ms of

-

|If‘.' - here .

v T r SUP yorted "
is fully sul I | u:l1|_'.v when the job's entir

a new ant integrat ' > e vol
ed e sel
type of method knrh revised 1o suppe
W us it
organis;

atlomn

aB0s.
,::umtwi to bring change in the entire orgar
: inisation:
al aspec
el

all orgaﬂiS tion Development

Cﬂﬂffp E etation of the t ‘
8 ibt‘f“' ml(‘rpI{' i oo g erm organisation developm
WE‘ stod wide¢ rangec of strategies for organisational impirmcm (frequently referred tc
A 1;:“ \-_pt‘fiﬁ': meaning in management literature as ol s ""‘f‘“l, the term has mm;
ific pecause the boundaries of OD are "m(;nnrﬁdm“'ncanht termed

ary somewhat, and the field is cvnfvl(f::;a’:‘:tmx:‘:t‘:; s

- - FTENCES

p“ ' S
y lr v and praclitiolnrl‘rs v
tua ralﬂCWOl‘k. stcps 1nvolved
» E!.I'Id lechmqum 5¢
' s used in OD. For

Attitudes of people
in

a

to change. educational strategy |

ntended t
4 structure of organisations so that they can t?cf:garnfcd;h: ?t“da'
and the dizzying rate of change itself.”’ i

D15 are
values. @
ets and challenges,
both organisational culture

rudts.
ﬂnolﬂgics' mark
efinition of OD suggests tha
D as follows:

meabove 870
= gructure: A dietlonary of orga:ﬂsation
dewlopment encompasses a collection of plan
at seek to improve or

.m?nlsaﬂon
ﬂc-demecr atic values th
2

on -
well-being:

on organlaationa] culture rather than on o

cts organisation structure an

e focus of O e
tional culture affe
hanged during the p

a complex

t it attempts to change
al behaviour defines 0
ned-change Interventions built
ganlsauunal effectiveness and

ther aspects of
d processes 35
rocess of OD-

Thus.
e organisation- Since
well as other arg.n!satlonal elements, these may also be ¢
french and Bell have offered a more comprehensive definition of oD which is a8 follows:
ﬁpﬂﬂﬂmdeulﬂpment is a long-term effort to Improve an organisation’s problem solving
and renewal processes: parucmarly through a mor¢ effective and collaborative management
of organisation cillture—-w‘th special emphasis 01 the cultur¢ of forma work reams—Wwith
the assistance Of 2 change t or catalyst. and the use of the theory d technology of
applied behaviour sclence: including action esearch.™
yarious features of OD which are as follows
rovement-
Plarﬂ’!ed change for © gantsatiﬁnal | pd :
efforts fro other kinds © re hap
@nlﬂﬂtions.
tion.
ensive chang® ¢ orgat
. duals, 5O cotncl;r::# s easi) absorbe Tt:: cg::‘g:
dua a
the sylte conccPt—-"’Pe“- ' e
n, and Pros Reading M
' ~1998.
ur, Malden Blac Hall
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mterrelated whole and p pa
nding changes in other parts ot

evstem. OD efforts take an organisation ne n:l‘

ain

changed meaningfully withow! making corresy l |

' . i solving short-term, ¢

nge Change y effoorts are not meant fo o

3 Longmw ,(h.t" Ol ",n";",n.- elevation of an organisation 1o a higher | "lry,m.
problems. Rather, OD focuses |

lof
mnlsational membe f

) ' | watisfaction of org 'T8 On e
l“ 'n"“i“."‘x ”“- I Tormancy mm 'lQr
These long-term efforts are Himt "h::

consuming Therefore, OD experts cmphﬂll.e the

en vears to implement. Although there
takes mbnthe or. in Many CAses, Years Ay be _
quick results, the OD process is nol intended to be stop<gap measure, pn"ltt.

. Cprocess and Includes the efforis
4. Dynamic Process. OD is a dynamic | res imposed. It reco o ©ang o
changes as well as to cope with or adap! changes IMposed. Cognises that ¢, '

goals change, so the methods of attaining these goals should also change, Thus, o1

not one-shot actions, rather, they are ongoing, interactive, and cyclie Process. ;

5. Participation of Change Agent. Mos oD rxpt'rls.cmphaslsc the neeqd for an
third party change agent or catalyst. They discourage ‘do it yourself’ approack, 4
close MIM relationship between the change agent and the target O’Sanlsauo,m | _
10 be changed. The relationship involves mutual trust, joint goals and Means emb

mfluence. The change agent is a humanist seeking to get a humanistic phy,, and p.
organisation. He shares a social philosophy about human values. 0S0phy 1

6. Emphasis on Intervention and Action Research. OD approach results inyq

intervention in the ongoing activities of the organisation. Action research is the baa;:n act
imtervention. A change agent in OD process does not just introspect the people ang .
changes, rather, he conducts surveys, collects relevant data, evaluates these data ' “
takes actions for intervention. He designs intervention strategies based on these data_ ne

7. Normative Educational Process. OD is based on the principle that ‘norms Orm the pae
for behaviour and change is a re-educative process of replacing old norms by new oneg'
IS done to arrive at certain desirable outcomes that may be in the form of increased effective '
. 1 solving, and adaptability for the organisation as a whole. At the individua] .

 to provide opportunities to be ‘human’ and to increase awareness, Participation, 5

individual and organisational goals.

cial to make a comparison between OD and management developm
ommon objectives, that is, betterment of an organisation; 2
iay overlap to some extent. Before making a comparison betwe
evelopment as we have seen the definition of OD. Thet

and direction of change induced in personnel thro
d on this, management development has b

of i

CAn
|
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¢ managers work, Miner has drawn differe be
’ n two

~here are four attributes of effective
(1) @ positive attitude towards authority, tl:‘}'u.:m
T sense ol It'-‘*l"‘“‘-‘*"‘"“'ﬁ’- IHe feels that nmns!ﬂrn::mmmm"""'
ualities and helps MANAgers cultivate and t'lwrlnﬁ l‘n."l Covelopment
;:Jtﬂ.‘-ilil“"-“ may cause confusion and chuos for lt w10 Minage.
s under -I;!;wt'tl and the humanistic dimension thltmnlng human
e rowards anti-authority value, more attention to p::,r eimphasised
K and greater display of fe clings and emotions, then w;,-: -ﬁ-mmn, lens
ing om;mimtlmfs activity in a competitive W('l'l'ld.I’lThUlll r i
rganisation to the men, MD tries to fit the men to lht-;t'tnrdmgm
1 structun-.-s.." However, he appears to be hlascdrcgam““ml'
y and MD lies in between these two extremes dgﬂ:"::l 0[;
- € an

u”" |I‘I ‘“rﬂr

1t tt!ll

tives anc

xi %
e | hi difference more clear” which is presented in Table 26.1
a1 haY . 26.1: pifference between management development and OD
T Managfl’"‘e"! development Organisation development
< macasi"f: manager's contributions to goal Changing the nature of the organisation
™ accﬂmpur’hmcnl
e and equl employees and managers Focus on design, not on the managers:
o perform™ petter in existing organisation  focus on achieving improvements in déslp;:i
Educative and training Problem-solving approach '
. 3 Long-range strategy for organisational
short-rang innovation and renewal
No spcclal rcquircmcnl Trained specialists required

&

nt
of Organisation Developme
strategy for organisational change. plays key role in

- eanisatior development. as a long-term
. ent. The basic problem in a change effort which is not comprehensive

- ' not work properly unless there is a proper change in the internal environment
in which people Work. gince OD attempts to bring comprehensive change

A - it is quite suitable for improving organlsational performance on long-term

Thus, OD can be utilised for the following results in the organisation:

1. To place emphasis on humanistic values and goais consistent with these values;

Wmhhuman being as a complex person with a complex set of needs important
in his work and his life;

crease the level of trust and mutual emotional support among all organisational

al satisfaction at all levels of the

the level of enthusiasm and person

ity in planning and its implementatior:

1 of self and group responsibil
in cally, horizontally.

ess of communications in all directions—verti
at in which authority of assigned role is augmented by authority
.

welopment Conflict,” Business Hor{zon.
“Management and Organisation Development.

December 1973.
» personnel
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Problems in Organisation Development >

Organisation development, however, has invited sharp criticism ag .
organisational viability and effectivencss because many OD nmgr:u;: r‘: s e legy 1
the enthusiasm created at the beginning of OD programmes vanished :;h have fajjg, Incr,
In early 60s, OD became quite successful with many professional ‘(-on:nr the pey
services and programmes to various organisations. By 70s, howevcr.' sul'llls.-“f””
ment with OD became evident because of many controversial OD techni : 'I.".“;'i dise
training, confrontation techniques. ete. Research studies have also failed to i;tls. | :
contributions of OD in all organisations. particularly in bottom-line ones 1-?(}"(]': S1gh
not be taken as panacea for curing all organlsational problems. In gcncrull OII; TEZO‘I* 0D ¢g
' LIS Criticigey o

the following lines:
1. There is discrepancy between ideal and

taking into account real.
2. OD makes people unfit for the real organisational world because no organisay;
on cg

fully adopt open system concept.
3. Resistance to change is a natural p

Hence, it fails even as a long-tern strategy.
4. OD fails to motivate people with low level of achievement needs. If an organisation

- ladden with these people, it is useless 10 try OD.
- 5. OD programmes are¢ often quite costly. and only large organisations can afford

Juxury without any guarantee of positive outcome.
based on reality and experience. Peog

n be seen that many of these criticisms are _
its dysfunctional aspects only when many OD efforts failed. However, it may
sed that OD programmes arc likely to fail when these are aot undertaken properly
e have been cases of wrong implementation of OD progiamimes and hence failug
. Evans has identificd three factors which have been res ronsible for the failure
es: (i) failure of the management consultant group to correctly tailor
1al needs of the organisation; (i) failure to correctly model approp k
- in the programme; and (iif) failure to increasc employee motivatk

and development of personal growth and self-esteem.” Thus, it calt
f may not be dysfunctional but application may be. Therefore, in 0@
offorts, some specific efforts are required. Some of these efforts

Nehgt
|
ke SEN81 e

real situations. OD tries to achieye idea)
Withoy

henomenon and OD puts undue pressure to ch

-
management.

» support of OD programme from (op
me very clearly &

ulate the objectives of OD program
that the effects of OD programme are
rventions. These should be based o0 the SPet

organisas

elated as cls Ofaﬂ
P tjoners &

theorists and pract

ent Wrong,” Business 02"
Scanned with CamScanner



m-ln!”“m”

rjous Steps and their Sequence
(he “d from practices and thege pr
: :f hot necessary that clvnrh Organ
i :3 :.dr;liﬂl"' As such, unllnrmlly In
)n‘—idf six steps in OD Programmes. Studyyy
undcrsiumt behavioural dynamiey of ot i
k sctual Wor Kteam, Iunnrhlng sl

A W
|-|il| net Ll l"]lf. ¢
lf"wnl;mun tactics for ll'unn[urmlng S

i - N ol i

p‘"'tmt of changes !T t11:“: e roviden five Stey
e onsulting and training, and evaluagigy, o Prench a1 Mrategy 0% nd

o dlmc‘sls‘ action, and process Illﬂlnlcnum-e ml and Bey hiye l'iﬂ' Plating,,
ol ' pee in the various steps as describe a dmmm‘ -
| wdﬂ:;nms scope of a particular step, Mo

o e ss Is an idmtlﬂabllc flow of Interrelateq eventy

_ - of the cvcn::_rs ov:r ap, and in rea) pPractice, 4 t-[r,lm‘_w Ume 1oy,

1s becomes difficult. In OD Programmes, vuﬂz;lbuu ey ven
s and diagnosis, planning change Strategy, mtervmungn:?: :
o re not exclusive to each other and do not follow the g,

e ather

n O ), T
MClicey
IN“"H"
he fle |

o

0

]
1€ sequence UL inter aey

on and Diagnosis. OD progr

amme |
because OD is a means and not a8t

ng the problems. Diagnosis

ermines the scope of f
of action. Diagnosis in OD involves a number of techniques concerned wnhp:dim‘:f;“rt
+rns and issues, establishing priorities, and translating them into ng

alms and objectives. At
stage itself, the collection and analysis of data is undertaken. Major consideration is gven

techniques and methods used to desirable organisation system, the relationships between
e clements or subsystems, and ways of identifying major problems and issues.

Problem identification flows almost immediately into analysis. Once a problem is identified.
{he analysis will show why the problem exists. The analysis will identify the variables that can
diered or changed by the organisation and its management, such as leadership style,
Organisation structure, organisational objective, etc. In other words, analysis brings the
\entification of environment that has caused problems.

- Hm for Change. When the problems are diagnosed, the OD practitioner—
“ler consultant or management, but preferably consultant—plans the various courses of
#tion in OD, Mm made to transform diagnosis of the problem into a proper action
Ivolving the overall goals for change, determination of the basic approach for attaining

nce of detailed scheme for implementing the approach- e

matter to identify changes after they have occurred.

n through Grid Organisation

n Wesley, 1969.

it is considerably

e S. Mouton, Bullding a Dynamic Corporatio
”-" 9. ' 16- )
Leve n-a-- = I' Stmti:?eﬁ End Mmiels. Readl“g. Mass: Addiso
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Be

more difficult to influence the direction thrust of changes while they are ung
planning and implementation of change are interdependent; the way in, which et
has an impact on the way in which It is carried out, and conversely,

implementing change have an impact on the way in which it is planneqd

3. Intervening in the System. [ntervening in the system refers to '"‘thcnm
planned activities during the course of an OD programme. These planneq 5 tion o
certain changes in the system which is the basic objective of OD. There may be Vanowu“
through which external consultant intervenes in the system, such as educatiop and“;-'- »
training, process consultation, team development, etc. which will be discusgeq lat: b

4. Evaluation. This step relates to evaluate the results of OD programme sq that «
actions may be followed up. Since OD is a long process, there is an urgent peeq for
monitoring to get precise feedback regarding what is going on as soon as an OD progrs
starts. In this respect, the use of critique sessions, systematic appraisal of change efforia
pre- and post-training behavioural pattern are quite effective. This step again invojyes
gathering because such data will provide the basis for OD efforts evaluation and suggest gy
modification or continuation of OD efforts in similar direction. All parties concerneq
programme need to realise that if major organisational improvements are to be made
sustained, managerial practices with respect to many subsystems will need to be modj
these practices are not congruent with the OD efforts because there exists the possibjj
slip back and regression to old behavioural pattern if adequate changes in other !

integrating behavioural change are not made.
ACTION RESEARCH MODEL OF OD

the prﬁh :
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The topic of organisational effectiveness has attracted considerab|e
analysts, This increased attention may be seen in two pl'wnun.,.,.m
has hightened by a growing appreciation of the vital role played hy
people in the contemporary society People have hecome dependen .
types for the satisfaction of thelr needs, and their need satisfae the
degree of effectiveness of organisations. Higher the degree of efMec

people derive from organisat fons. As such, understanding of O @an ingy '
vital importance for the society al large. Second, current inleresi -y I|lr|lm|.
can be traced partly to the central nature of this tople to the l|,.|§r:l;""“lml4| oM
Discussion pertaining to the field of organisational effectiveness, me: OF gy
conceptual, and methodological Issues have generated great amonng of Wlarl,

theorists.
Concept of Organisational Effectiveness

Organisational effectiveness, also called as organisational success o Sown
conceptualised in different ways, and no unanimity is found in differeq ,’l%;r 18 el
a large volume of literature is available on the concept and working of ,;.rh.-, N
effectiveness, there is often contradiction in the various approaches. The Ua“r,:rg‘;‘m“u
are judgmental and open to question. Thus, various terms are often ygeq m:: AP Drog
such as efficiency. productivity, profitability, organisational growth to depqy, r,:rm @
effectiveness. The inconsistency in the various terms is obvious. This mmnsmiﬂm o
arises because of discrepant conception of organisational effectiveness NCY m
For example, we are giving three definitions of organisational effectiveneq, ith
emphasising a different criterion for measuring organisational effectiveness ‘

“Effectiveness may be defined as the degree to which an organisation realises 15 goals "1
“Effectiveness of an organisation can be seen in terms of the survival of the OTganisation %

l;j‘ll"l‘lilf," o
'r"‘ llltau &0

O g,

LINGRTS

m r"l‘rf H

'.anr“

."r'“h‘i,
“ag )

'fl'u-f.‘,”‘Ir
£

“An organisation remains effective as long as 1t uses its resources in an efficient manney
and continues to contribute to the large system.™

Campbell, who has done considerable research on organisational effectiveness (abb
‘as OE), has reviewed various studies and conceptual framework on OE and found that ¢
{ have been used to measure OE. Based on these reviews, he arrived at the concly

*Since an organisation can be effective or ineffective on a number of different facets that
may be relatively Independent of one another, OE has no operational definition.™

In spite of these problems in defining OE and identifying criteria against which the d¢
of OE may be measured, organisations are classified as effective or ineffective on the b
some criteria under references. We shall see major of them later.

~ Efficiency and Effectiveness
Another aspect which creates problem in defining OE precisely is the use of W0 €

- ! Amitai Etzioni, Modern Organisations, Englewood, Cliffs, N.J.: Prentice-Hall, 1990, p. 10
2 John Kimberly, “Issues in Criterion of Organisation, Initiation, Innovation, and nstunes
of Management Journal, September 1979, p. 438. Effective
hraim Yutchman and Stanley E. Seashore, "A System-Resource Approach to Organisational®
iministrative Science Quarterly, December 1967, pp. 377-95. in Richard %
ohn P Campbell, “Research into the Nature of Organisational Effectiveness.” quoted 1
nisational Effectiveness, Santa Montila: Goodyear, 1976, pp. 40-41.
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a;d. sometimes even,
- For example, Barnard

Both these terms are used quite close]
these terms denote different state ofaﬂaigs

(s ness:

dncjc Iy
t:
ot g thd cness is the degree to which operative goals h
d al ectiv : vy ) goals have been attained
w .orsi‘"‘sﬂ::}ﬁf efficiency represents the cost/benefit rate incurred in the pursuit of ‘::l';:
con®®
(he ~.5
Is- elated to goals and is externally fo
g yeness is I ~Jp y locussed. Efficiency |
s
hus: ﬂccuand it refers t0 the relationship between input and output. Thlscgcno:‘::: a
!#rmg a}’vc be used to produce certain amount of outputs. It is not necessa ._haw
ha s. For example, Barnard says that, "When unsought consequen:gs .
effective action IS effictent; when unsought consequences are 2::

10g°
{ ,Caﬂ . "
ﬂfw ‘"f:f:fcuan may be ineffictent. 6 There may be three types of situations:
effec be efficient but may not be effective.

anisation may

pisation may be effective but may not be efficient.
. gmisallﬂn may be both efficient and effective.
~ An or|

rst gituation. the organisation may be efficient but it may not be effective because
refers 10 internal conversion processes whereas effectiveness reflects external
cmdcnﬂf . For example. the organisation may be low-cost producing (efficient) but it may

gnd ducts. The result is that the organisation is incurring

ﬂ;woﬂ’ “lmatcmﬂg price for its pro
ujt?l;j:c ive) in spite of it being efficient. This happens when the product is in the declining
cycle.

f:@ of s life
In the second situath

¢ It may not be efficient b

), it may earn profit and show

clent organisations in some
industries made huge profit but later on,

became extinct.
In the third situation, an
of organisations may fall un
required for the long-term survival of organisations. It is
use efficiency and effectiveness interchangeably.

Approaches to Measure Effectiveness

m‘m that organisational effectiveness is defined in
1t does n:lm criterfon or a set of criteria which may
Measured [mm that organisational effectiveness should
he»m.g' It m‘_"th‘ measured because of two reasons. First, those who are responsible for
Tightly. If not, w of an organisation should know whether their organisation is doing thing
Whm‘m efforts are required. Second, an organisation is a means for
t - of people in the society and the satisfaction of such needs is directly
ational effectiveness, as we have seen earlier. Because of these reasons, certain
en developed for measuring effectiveness. A particular approach measures
:context and, therefore, it lacks universality. This phenomenon is true for
nagement. Therefore, while adopting 2 particular approach In measuring
University Press, 1968,

on, an organisation may be effective at a point of time without being
ut because of the external environment (particularly market |
effectiveness. For example, in Indian business scenario,
industries like mini steel, mini cement, soya extraction ..1
when the situation changed, these organisations i‘

organisation may be efficient and effective both at the same time.
der this category, and this is the situation which is
in this situation that people tend to

1
|
|
|

different ways and that each way
be even contradictory. However,
not be measured; it has to be

> Functions of the Executive, Cambridge. Mass: Harvard
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¢ taken Into account. There v
d are f,
yeness measurement: Ou, "

jsational effectiveness in terms of
Ngmm n that an organisation, bu hl
ﬂ’w ""-'..mw 1 W goal or set of goals. The eﬂ‘ecuveneuof "’N
by an -..ul: :::‘me to which these goals are achieved,
measured (n terms deg taken many forms, 18 the most yy
The goal approach. w.mh::{:;;m it only as a part of a broader p,, Widely 'llq

theorists. a major tool in their study of or
e

make two assumptions: have an ultimate goal toward which they stry, ,
~ m;:dmbe identified empirically and progress toward it pp,.
':H..!mmupedﬂcgmllstakenbymanyasthedeﬂmng iraed

: yproach defines effectiveness as ‘profit-maximisation’, ‘pr,
A e i : Fpry orgoodemployeemorale etc‘Campbeulm

.f SRR mhmmmmor%auonal effg:tivenese He incly

— =y mm , readiness, ency, prolit or return, utilisatinn
B or ret?ntion. accidents, morale, motivation, satisfarse.
‘ ational of organisational goals, conflict-cohesion, flexibility-adaptation, and ey -.';,
'mmmmmrormﬂonal eﬂ'ecﬁvenessbasedonm
e *ofthestn@emiteﬂonhasprovedtobeenﬂrdysa sfacto '

anagers in the organisation follow many
W@aliwbetakenasthebasls for organ
a 'the_basla ofmeamningeﬂ’ecuvcness the de
on over a period of time, say
_ataparﬂmﬂﬂfpomt“ e
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ﬂ"’ﬂrl adequately. A major bl
ose adeq problem in us
' th;c‘::l cmcntial sensitivity to such conalderaﬁ:hrt;:"::thu as effectiveness
. s e ssed. organisa(lonal level affected, and reasons of their re and volume of
(" 1o V¢ P criteria may be affected by a number of external "arlnh|:, occurrence, Thus,
"’ﬂouslpproa(:h is often adopted by Investigators because it mm; to
" The f"l own piases. However, Etzioni has criticised this assumption, H safeguard them
U M;w considcrcd as objective and reliable analytical tool becauu' “e states that ‘the
. and applics the values of the subject under study as the crite rt:m;fts the values
Ll0re °r. that this model has some methodological sho E a of judgement.
g Mogems tobe” He. further, states that goal approach may be l'C]Icl cts.d:;:” is not
4 well. ‘Goals, as norms and sets of meanings depicting target sta etical
0s9¢ ‘ Organisations. as systems of coordinated activities of more t%tanson? ;,_.:g:
B +8 Thus, goal approach can be rejected as a base of orgamgauanai

as ideal states, do not offer the possibility of realistic assessment.
se outside the organisation as a social system and cannot

’“",mnturﬂl entities ari
perties of the organisation itself.

: " 1v be attributed as pro
. i prohm implicit in goal approach is the identification of organisational goals. No
W are \ve creations with certain specified goals, in practice, such

the real functioning of the organisations. Katz and Kahn note that ‘the:
\rposes of an organisation as given by its bylaws or in the reports of its leaders can
ing. Such statements of objectives may idealise, rationalise, distort, omit, or even
of the functioning of the organisation. Nor is there always

of the organisation among its leaders and members.? This
are nothing more than courses of action imposed on the

5 ous forces in its environment. rather than preferred end states toward

atior mm
er, seem to undermine the rationale behind the use of

-:||.0;|-." takenmth
ational effectiveness. But, this is not to suggest that

¢ for assessing organis

mﬂﬁmﬂlgaalsshouldberejectedmtoto. For certain analytical p b
0 abstract some goal as an organisational property: For the managet:entfz:‘
ol on

of view, the goal concept is generally taken as the basic crite

L
ey

DACE 4
' measuring organmatlonal effectiveness takes into account
tion which ultimately determines the degree of goal
1. This approach is based on two assumptions:
vity of people have one set of goals and people a8

{ntegration of

n the degree of
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!hr

K " «count the org; nis; 1y,

m necds without taking into accou Banis l“”l].’g] Oy,
» s ' his own 1 L

may try 1o s atisty

g Nep
. 0ol mechanisg . ¢
nisation puts certain contre I“r P In. Ofte n, he by 8|t hrl
~ ALY " T i ] g 1e e ™ : . (s -
S W g0, S (e Idn:l without regard to organisatior 8- Thug, ., "0t .
. " neeo:
satisfy only his own

f goals—Individual and orgay,.. 'r.;l'll!“.r "ty
s process, both gels of | all individuals a 1' -“wltlnn;;;_ ol Iht
aperation of fusion fon s not uniform for a als and o p‘,--,nm“”( '\'.'||| b
ntegrated. However, this ms; | and organisational characteristics, Therefgr, 8 .
. Var individua :
determined by various

+ by,
a number of alternatives ra gy, I8
ship may show an MNging ey
and organisational E\TI ;:1‘:111::'{‘ l“l between these two extreme points, there h‘f_‘rurn teo A

otly \ :
opposite to perfectl)

Y be 1’;'1"?
alternative levels of integration. "
tion,
1. Low degree of goal Integra .
2. Moderate degree of goal integration, and
3. High degree of goal integration.
In the first case, when there is low degree of .
Low Degree of Goal Integration.

Eoal |
that is. low degree of fusion score, the degree of organisational c""‘"-““fncss a Nte

gray
3150 ]{)an.
shown in Figure 24.1. as

«— Degree of effectiveness

FIGURE 24.1: Low degree of goal integration and low degree of effec

This is the situation where organis
goals. In this situation, either organisation or individ

ﬂvene“
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lﬁﬂr{ nisﬂtiﬂl“]:' 11:[(:‘r ;‘(fllii\gr(llgillioals s cet.Vhat com gamieh
n tncorqg:e result © —y { botl “CN tWo sets of goals | : ikl i
a - ‘#‘;ﬂﬂ" C()Illhlllil“ﬂll ol both, R i
Oy qnce 15 °
I teg '

Is ng t Mhe y '
:' i
C*;le.; (:;'t; o 4 “‘::,ﬂoﬂ:' degree of organisational
tions Tl o / ""u! sho®
. _l‘ls‘ bu'bt ,,;:“{d
f" Indy. Q in f
l"(j)n.. '
ay be ?l::: <+ Degree of effectiveness
24.3: High degree of goal integration and high degree of effect
nt 1 goals are ide
lﬁa“%, s tion. mdlﬁdl:lathga G GiB Dfr;tmedh“mh the organisational goals. The climate
SN yIF  ation is SUC Wo things may occur. The individuals in the
~ cﬂ!'“mw either perceive their goals being the same as the goals of the organisation or
f':l pr;.ls being satisfied as a direct result of working for the goals of the organisation.
P ay, closer the individual goals with the orgenisational goals, the greater will be
et effectiveness. This approach has led managers to devise organisational strategy.
" arly in regard to management of personnel in the organisation, that both sets of goals
searer. Thus, this conceptual approach has given rise to a very important managerial
- ment by Objectives’ which is both a technique as well as philosophy of the
” it
sational g behavioural approach has very significant implications for marSeeREE FRRUT,
 needs. szt really offer criteria for measuring organisational em;ﬁw::zis'mc approach has left
ir goals smdes 2 clue for achieving effectiveness. [n providing SUC[ :uonai effectiveness which we
o sy other factors which are important for determining organis
- &l se¢ Jater in this chapter.
er may  WIEM-RESOURCE APPROACH -
;;;m - tiveness 1S derived mmm?ﬁu\;mm
~ Mmaresource approach of orsaﬂ"am“a]tf;r: This model eMPRASR mphasises the
of w”mlapp]ﬂd to formal social organisﬂ \ structure or cnlitY-“s cnvlrﬂﬂment‘m The
gﬂ ‘h Organisation as an ldenﬂﬁable socla organlsauon to he form of input-output
deg rdepende s that relate the & o o ent takes 0 ' 4 valued resources
cy of processe nvir are scarce &
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ur‘“‘I n’""r“ it by the aggregation of people for some common goals, and in order to
& 8 bui ‘-‘i"r should behave In a manner specified by organisational rules,
oné gnﬂls' l"‘:i other methods. Organisations try to achieve this throngh the process
cies. AN S thei members, The process of influence involves a series of social
hu"‘“l“ . Fson OF A K oup of persons is IinMuenced by anather perRom or group
ftw;ll‘“""r to the influencing agents expectations to do something
ac con lements the agent (A) exerting influence, the method of influence.
o s three © uence. The influence process can be expressed as A T. Thus,
1€ <ub ted 1O ",1 ve in @ certain way, we can say that A has influenced T. In an
ﬂprﬁﬂft (T)¢ <t Tt beha e various means through which behaviour of people can be
god ' ople © ;on“'-'d' there ¢ thority, and leadership. However, their method of influencing
wer, au : . tend to be closer o exerting pressure on targets.

‘ authorit
e argets. In this chapter, we shall discuss power (and o

g whilc P"“ﬂ: uasion to t .
t closer to pert yse of its close linkage to power) leadership will be discussed in
aif g closet aus s
it bec

i
hq:hﬂt:"ﬂl mnhﬂf

different theorists because power

ccp defined in different ways by

- term which has ? ::;ucncc in different ways. For example, Max Weber. the famous
eans O

‘ ed power in social context as follows:
5 " the relationship will be in a
ctor within

bility that one & 1

; o t resistance.”
o d‘c{r;,g;mm:p1 : suggcsted by Weber is followed in organisa
J have defined power as follows:
A has to influence the behaviour of B s0 that B does something
that s

position to carry

tional behaviour.

viour of target (B)
(A) has po al to influence beha
implies tha agent 1 b dence relationship between
li t: (1) agen 2) there is depend¢€

tion:
cannot have power - m:hmn,mp are

n or group in po less
Fower variable 1 a relational one Aomp. The parties mw“:‘;;endcnﬂ&'- It 18 MOFC 20t
) other person , By virtue

nraanisation '.'f.‘.w New York:
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power variable With 1), : rmq,

e mmon the
sufficient awes. This power, '"’W!‘w'r teny of ’
» Jevel Mh:‘mmaldllﬁ'ﬁ'nﬂ‘n In the exer, MI Iy “"""h'n"l
- “' ’m m” have power In V:"VIHQ ‘: or ”]F D"! hh'l%
'“"-*: lM“ dustrial firma, sales l'll“'l}"r'""‘”It:]fnlr"l‘ "":'r \
‘ %

n 8 unl O e that 3 The other subunits of the ¢ e
. Ir'm re. iy
Perrow has gwerful unite. ATt Vh

=Mw“md‘ B nother ""l"”nrn On

put against the Influence attempts by ¢, . "

n the mutual can pe
M swer and dependency upon each g, 00 "'\
.u”mr“ has more power or dependency u“,,r :'h Che mal:"".
ﬁﬂﬂ-. exercised. However, it does not mean “: Othey Th:\

to the use of power may vary .1 " aly i
.-h. possible responses Y vary along . mway,h:
(LN Mtipy, 8
\ Obedience Compliance Conformity Commpmy
‘Resasiance -Ommyy
- FIGURE 15.1: Responses to the use of power .

Reststance. The targel person on whom t!le power is exercised may res;sy
-ﬁmnm:;wlshes. The attempt of lnﬂucnccu,ra';i"enq ~
Obedience. The person may succumb to influence though he would rathey not

e foreed 10 behave against their wishes, it is referred to as obedience, ' wh‘“n_

* mpmmmm the desire of the influencer. Complian
of influence because he is expected to be rewarde %

+ acee d
request o pumished for not responding to it. for respondingty,

-y

tine dependency between power agent and power (1
' MW controls is important, scarce, and’

Tely Include physical and financial one bt
1€ are relevant for an organisation.
ource which is perceived as important®
€xample, organisations want
0 absorb this uncertainty is Pere
il. This {s why marketing deP*"

9
. p. 206.
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‘ﬁdepgndfﬂ‘ on him. For m"-u“e In an P . he wil
et is scarce, he may be more poweryy u..'.’,'." e

e T e that he hugg | ¥ rank
M of Resource. If the agent has resonrce M"""""‘Im.;‘

r because the target dependas :ﬂh:::ndm! A Do

- will have ':.:ﬂr“m skills which cannot lye Substituteq oy -4 ’

" an
e. P o perso” r. he is perceived (o be more by ee
e person® _,%hmrnl skills, POWETful. Thia Phenomenen f.::

-t" in the 1o discuss various Issues related to
» M n power and authority and , ‘
. { yfferences .nd“t. therefore, there might be some overlapping 0P 2 8 thene

Wm Difference

so closely linked that both are used 1o denote
gﬁ'ﬁ::,‘u_ there is difference between the two, In m;::"-muur:k:pamm at
,‘uﬂﬂ'-“ define authority and identify its features. The terp, Suthors Stand this
= :,:. management literature possibly because of diffe Y I8 defined

TeNt sources of authoriey
‘,.. dautmtymgeneraﬂyambuudwmmbamhd, Yed
y 85

it ditional compliance of people, resting upon their belief that
*“ﬂ to impose his will on them and fllegitimate l'ort.'hcmtnrdu:t:

oo™ -
mmrﬂymﬂ:eformal aspect of authority define it in this way For example.

-? thinker on organisational processes, has defined authority as follows:

mhmdnthepowmmaRMOmwmmmmexmdm
wmmmdmdum: one superior, another subordinate. The superior
”-I'Mdedmmththecxpectauanmatmmmubewbym
subordinate. The subordinate executes such decisions and his conduct is determined by
them
sofh these definitions emphasise authority relationship in the context of superior and
‘However, in modern organisations, authority exists in the context of relationship
ous positions which may be occupied by the persons not necessarily having supenior
v, for example, functional authority. Thus. authority may be defined
hich is as follows:

organisatior llthlpowumapouﬂmlmdthrommmwwnmpm
ercise discretion in making decisions affecting others.
aition of authority, we can identify the features of authority which are as

&

i e of right in authority. This right is given to a mlnl&:;:; ‘:
5y his superior. This right puts a manager in 2 Tcmywm-

S 4 to act or not o act -
1‘“ Mnamnlmthmumcnﬂmm"“m cannot be
3 w.tlblﬂ to all concerned—authority

ically

trative Behavtour, New York: Macmilan. 1977 P 122
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¢ of difference between power and math
Ority, bases
h ‘s of both also

l%rl‘ﬂ\'-q
{ shortly in this chapter

g8l

. pifference

<hi have common objective, that 18, to
! hiev . « 10 I
,chieve this objective differently Fl‘:‘::ﬂ;rr others for desirable
et us defline :
leadership

er
lfsivfr. I-u"ltl‘ u
pt'l*“-”*"‘“ ol inﬂ.nrn(-mp: and supporting others to wo
(ives Thus, major differences between rk enthusiastically towards
power and leader
adership are as

() thf
s td:ilrcd obJe
1t may use methods tha
. at may result
into forced ¢
ed compliance

er, an Age!
in leader:
rship, he gets this compliance [
rom others

w
jsing P°
e ent's wishes while

n
qotic

;‘l“\'
4 L .
lcadtrship differ in terms of goal compatibilit
: y. Power does not
require

powe! ;Etl“" petween goals of influencer and influencee, Leadersh

en tween the goals of the leader and those being lgdlp has some degree
of cO& focuses On the downward influence on one's fDlidwCrg;. It

upward patterns. Power {s not limited to d ' “"“Lrt:;m the

lateral, and upward directions. vard direction

3 o
ﬂ“p‘_)rmneﬁcc may have downward,
g d by individuals and groups while leadership is relevant for

al or pcrsonal, is a crucial factor in influencing the behaviour in
ed with electricity in @ motor by Hicks and Gullett. They
tor, for comparison. r. like an organisation. can be

bva description of its (1) externa peration and (2) gears.
tionships: however, the essence of the motor cannot be understood

r; how electricity as the urce makes the motor
so forth. So itis also

tion for the effective

uired in the organisa
haos which 1S undesirable

(ii) chaos prccmdrs
benefits of

{n some form.
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350 rianieg
some may have more authority, but actually theiy boy,
ower i_\-atrm which operates in the "'gaﬂhauo,,“‘"'eq oy
rt‘ﬂi""“‘"“m-" Responsibility 1s the Ob“gatlﬁ.n ayn

. isations, responsibily
of duty. In formal organ 1y 1s L
mlmmul;nmofdmmmtﬁ through the process of organising, However, the real o, he "
.rnq:m!ib’ﬂm' is somewhat more dcrp-roolcd. Psycl:mlnﬁists SUEgest thyy re.'-lleq %
which, in turn, is largely shaped by significay, Ny
function of personality t may impress the child to bear the rcap?n?lon gt

childhood. For example, the paren |
the child is grown up, he assumes it becausc of this value. The pareny, while ':lllty
child to bear responsibility. is exercising some power, the moral power ip g}, : Mpre,

basic root of the responsibility is found in the power, and not merely i, th f‘m' %
of duties. logg
BASES OF POWER

Understanding of bases of power is important because these bases generate diff, :
power and a particular type of power is effective in a particular situation, Howw;'ﬂlt;
on power do not have full agreement about power bases, that is, from Where 1 t%eare
dertved Power has to be derived from somewhere because it is not always 1"";
example, long back, Lasswell and Kaplan have suggested eight forms of jnfj,. "" td
power. respect, rectitude, affection, well-being, wealth, skills, and enhghtenmm nm.,
these forms of influence are relevant in social context, these do not serve the py. |
applying power in the context of modern organisations. The most important claecin
power has been provided by French and Raven who have suggested five types of powpe, ..
coercive, legitimate, referent, and expert.® This classification of power haspg: :
researchers for a long time. With the re-emergence of charismatic leadership, ¢ '
power has been added to the above list. Similarly, complexity of man i
requires lot of information and it has become vital, and possession of informa .
l::.:lﬁmd’ power. Based on this dcvelc;pment. Raven has iautified power |
et e postionl ndprsoal A Wi cah category here s g

they have. Alternatively,
is limited because of the |

Power is also the basis of

Bases of power

Scanned with CamScanner



L
}rqq" ‘1:'1
e,

LY ater loyalty and dedication In followey "

Fm often can ineplire are three bases of personal PoOwey expe 1an _

onlv Wlm Thert rt l"m,,""‘

and charematic pon ' "‘l’., \
swer 18 based on the famous proverh ‘ky, My

Exper ) w
Expert Power 1 p-mwh one wields as a ;rnnll of one's "l:"l::s{r s g, \
power I8 that when the expert threatens to wiy) ICe, ey
This 'm CUrs Illl’llr] '”'\ k ‘D"'hl :

tant in the sense that thy he

mdmfﬁ power I8 Impor 8 18 rels x..
™he Sinoee more organisations are gradually fnllm:.l With n,:d*'h
n

. utilise the services of t tle
hgh R mlhcnr yeople will be Ilmn'";“-, i""".'Irlualn.lr the ¢
aegantsational chotce of replacing ' ed. Since gpy .. Ct

r as compared to those wh ey
o B o0 thers l v & casily ,, » Whe,
peoplt Sl have greater power over - Place, 10 &

Referest Power. Referent power is based on identification. 'd""tlﬂca“

tearning wherein a person copies the behaviour of other person whom l‘:n Is ¢
This may occur in the context of power also. Thus, referent power (4 ba € lakey .
with the person who may have some form of power. The target of the ]nn-:t'd on
towards the person having power because of his personality characterisucscnce fe
secordingly. Then this becomes the basis of power exercise. Such tdenty and trie,
take place without organisational context as most of the people take Som(;mn Procey,

Y as

behave accordingly up to a certain stage.

Charismatic Power. Charismatic power emerges from an individual's

hat s unigue. Because of this charisma, the individual can articulate attr 2. 2 gy
personal risk, demonstrate environmental sensitivity, and {s willing to eacu"‘:“‘“‘& J
that most others consider unconventional. Charismatic power has beengage D behayin
political ficids and some great persons like Mahatma Gandhi, Martin Lunth? =

much higher mnfluence without having any significant position in the politica) © ring &4

i
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th ganisatiomal pevattiem
v somality ¢ hay ATET Ve u

1

. Reeprnee
' ‘\ EFFFCTIVENEAS “ﬁ- ML [P
. _ ’rm
\ f mmiimem
Target's characteristios
Dependency
Uncertainty
Personality
Intelligence
Culture
FIGURE 15.3: Contingency model of power effectiveness

: determine the extent to which power exercised by him will be
w#.mmsauonal context, an agent may be a manager, a supervisor, or even &
:#.m relationship, a manager is taken as an agent because he is more

e for achieving organisational objectives than a supervisor or worker Further an

o exercise power in both directions, downward or upward. Therefore. i is sot
. . the agent always functions as superior; he may be a subordinate and mnfluences
behaviour. Two characteristics of an agent affect power effectiveness us

position and his personality characteristics.

: Organisational position of an agent determines his positional powes

others. In a traditionally da@l::lsorganmauon structure with a large number of
chical levels, a person at a higher level commands more power bmmmap;s:u
ﬂ.mmah@uhvdc&nuscpomuomlpowtmeﬂ;m Fal

Mﬂwofpoﬂuonnlpomrwﬁlbe more effective cannot be determined

€ th agent's ”m...nonal position.
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g on devices, lr'lrtm'nn'mtmg has 4 bry ONey

gystem may be adopted |, hy
whlch Thg ef"'ur.

. *
M - day and time while on other days, | m 2
’I -l.F-"“" hl‘,v_,- Can Dlu.n o

work Stress Saress On mdividuals ranges from perg
-‘-’ _industrialisation, and '-nrr:::l r:n_ -m.,,&
(moreasing stresscs In this « hanging en N 8cale
e couning and regulation have become ke \;m)n '
- ranaaction. Pk ' as they can no longer h Y 188uey, eacp ey oy
e tion. People feel stress ) Rer have compee. - " wyyy
escape from llrmla in n}:ml;';'n life. In ¢
“mmemp oyee health and com T
“ : understand stress, its causes and im apﬂny annt..-n ""h\
-t hould b 10 Pact, ang Adopy Th.,.,::
s impact. NG sty
.ﬂ._.ttﬂ'd of one object on another. There are thy rm._k
. -

Srem 1o denote this phenomenon: stress, strain, ang prmsu"r:t:]m-. Whiy
e Al B o Phyaical e ™ PYSica ™
meams pressure ol ant = :un m&a Asgcgfhia Sgcnces. the tery, gtit"‘nn
» the Bodv's general rESPONSC huwlronment.al sltuattan:‘es‘:fal c"p]anaugn. Lh:& e

has wewed stress as the “non-s !' Ye€. who hag done rrtrm
remrarch OF “‘ per:ﬂcauy induceq chan -Jmm&%
slapical spstem. ™ I 1s non-specific because any adaptation to a problen, 1 ithty o
ooty svespective of the nature of the problem, is included in stress. Ivancevicy, aceq py &
e defined stress as follows: ang Matiengy

“Seress s o adaptive response, mediated by individual charac

teristic
eocosscs, thatl is, & consequence of any external action, sj S and/or psycho

tuation,
‘ specsl physical andior psychological demands upon a pcrson."zgn OF €vent tat play
s e comtext of jobs, Beehr and Newman have defined job stress as follows:

Jot sress 1 & condition arising from the
Interaction of people
H“* people that force them mP‘-‘- Ple and their jobs ang

deviate from their norma
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jvidual’'s interaction with enviro
_ nmen
F o mu.l.lwrsmlml interaction, event, and .ol:: stimull. Such stimuli
Jeviation In the Individual, n. The impact of the
stress 18 always dysfunctional, On th
. ; e con
88 lled custresses, like stress for creative work, entrq::m there may be
-l ;.wﬂ- etc which stimulate better productivity, It is onl &? rial activities,
t 88, which I8 bad and must be overcome v ——
ary or long term, mild o
cither temporarn r scvere, depend|
stinue, how powerful they are, and how alrong':lele Inzfvl::lou:‘ll? anmm
and mild, most people can handle It or, at leut.r .
' . Tecover

s ‘c“‘[pﬁrary
¢ rather quickly. similarly, persons who have strong power for tolerating

with stress more quickly.

It of it

us conditions in which people may feel stress. Conditions that tend to

ero
;“:ﬂed Stressors. Although even a single stressor may cause major stress, like
combine 10 press an individual in a variety of ways Iunul

e asuall stressors
ous stressors can be grouped into four categories: individual, group

P extrao jsational. Within each category, there may be several stressors
classified into these categories, all eventually get down to t&

. have been
d put stress on individuals. Various stressors have been presented in

e ] Jevel a0
b .’g,?.
' Individual stressors

Life and career changes

Personality type
Role characteristics

al stressors ‘ Extraorganisational stressors
Individual Soctal changes
stress | Technological changes
: Commuuity conditions
Economic conditions

Group Stressors |

Group cohesiveness

social support
Conflict

FIGURE 22.7: Factors causing stress

at the level of {ndividual which may be generated in the context of

s personal life. There arc several such events which may work as

‘and career changes. personality type: and role characteristcs.

. Stress is produced py several changes in life and career. Research

ition or change produces stress. People in newer
20 and 30 years of

d to older people.
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Stress h

with each type of life events. S

TABLE 22.2: Life events and level of stress

as been found more amongst urban population than rurg), and
educational categories. Any change in life of an Individual puts him gp dige
affairs and he is required to bring a new cquilibrium. In this process, he .
The impact of stress would depend upon the change and new Cquilibyyy, ﬂ'“h‘ o
consequence; Life’s changes may be slow and gradual (getting older,) 5 m
spouse). Inbath these cases. intensity of stress would be different, Like Jife
may be changes in carcer, in the form of promotion, demotion, transfer, ¢ fh&u“.

change, some kind of stress s experfenced. Table 22.2 indicates the leye] of l:r :On Wiy 8

| Byy

qiﬂﬁ?f'...':‘:f

re
r '“dd::,ut Ml

Life events Stress level  Llfe events _
Death of spouse 100 Son/daughter leaving home Stresy ey
Divorce 73 Troubles with in-laws o
Jail term 63 Outstanding personal achieyer,
Death of close family member 63 Spouse beginning work )
Personal injury/iliness 53 Change in living conditions
Marriage 50 Change in personal habits
Fired at work 47 Trouble with boss
Relrement 45 Change in working conditions
Family member illness 44 Change in school/residence
Pregnancy 40 Change in social activities
Sex difficulties 39 Change in sleeping habits
Business readjustment 39 Change in eating habits
Change in financial status 38 Vacation
Death of close family friend 37 Festivals
Change in nature of work 36 Minor violations of law
High personal loan 31

2. Personality Type. We have seen in Chapter 4 (Personality) the complexity of, and indivic
dififerences in, personality characteristics and traits. Personality characteristics, such
authoritarianism, rigidity, masculinity, femininity, extroversion, supportiveness, spontan
emotionality, tolerance for ambiguity, locus of control, anxiety, and need for achieveme

particularly relevant to individual stress.?® Recently, more attention has been paid to anal
type A and B personality profiles in the study of stress. Brief profiles of type A @

i€s are presented in Table 22.3.

%‘tmm Profiles of type A and type B personalities

Type B j ¢ “sonality

Is never in hurry

Is patient

Does not brag

Plays for fun, not for win
Relaxes without guilt

Is mild mannered

Has no pressing deadlincs
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hey are
nder constant deadline pressures and cong mes whe

- tone
h““-lk- 1:‘ nome at night or weekends and are unakie ™ "‘:: verinad
cte with themselves, setting high standards of Produetivity that

s | K situation, to be -
rated by the work situ « 1o be irritated winy ¢
yderstood by superiors, he work efforn,

an file experience considerable atrens T

&
-

o DEC?! 1o e misu!
" - There may be role stress either because of role coulas &
pecause of iIncompatibility of two or more roles W role

When
ral systems like family, club, voluntary organisation P':::
to fulfil certain obligations to each system and to it e

%' In many situations, the various roles may have conflicting
experience stress as they are not able to fulfll the comflicting role
d peob tional context, role conflict arises because of incompmibility betwees
s IMOET ) s and policies. and other people. Another source of role stress s the
poOuIoes: | are not clear about the actual expectations from a role This
- ~uate knowledge or information to do a job

2 wmbecauseofdlﬂm In over-time. quotas. deacdlines
_environmental conditions, hazards encountered. ntative

_ win-lose situations, and working in the public eye In 1996 Wl
sous stressful jobs. Some of these jobs along with associated stress

E a
s Of 5¢VC

wa, 4
o il

]
i

hle 22.4.

110.9 Market-research analyst 2.1

108.6 Personnel recruiter 418

99.5 Hospital administrator 398

83.1 Economist 8.7

785 Mechanical engineer 8.3

73.1 Technical writer 365

.7 Bank officer B4

68.7 Retall salesperson 349

66.9 Tax collector s
64.3 Aerospace engineer 33;‘?
- ' tant 31_.1
Purchasing agent 8y

Insurance underwriter 85

265
Computer programmer ;:3
Broadeast techniclan W2
b Nns
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1. Lack of Group Cohesiveness. Group cohesiveness is importap, Naj
individuals in group interaction. When they are denied the OppOrtunit for ¢ satgy
it becomes very stressing for them as they get negative reaction froml;t;r this ¢ ::f“‘ln
2. Lack of Social Support. When individuals get social support from up membq:c"*‘l,
they are able to satisfy their social needs and they are better off. When gy, EMbery of

not come, it becomes stressing for them. S Socla) g,

3. Conflict. Any conflict arising out of group interaction may become
individuals, be it interpersonal conflict among the group members or ‘“‘frzlrrwsm
Oup ¢

o;-‘anun.lonnl Stressors

An organisation is composed of individuals and groups and, therefore, indiviq

stressors may also exist in organisational context. However, there are macrg levl:]ai,a"d
Imey

of organlsauonal functioning which may work as stressors. The major Organisationg] Siong
S{ICSSQ' )
(]

are as follows:
1. Organisational Policies. Organisational policies provide guidelines f
Unfavourable and ambiguous policies may affect the functioning of the mdiwdﬁalsn oy
adver
and they may experience stress. Thus, unfair and arbitrary performance evaluation, Sely
job description, frequent reallocation of activities, rotating work shifts, ambiguous pmfjj »
inflexible rules, inequality of incentives, etc. work as stressors. regy
2. Organisation Structure. Organisation structure provides formal relationships amgng
individuals in an organisation. Any defect in organisation structure like lack of opportunityg ..
participation in decision making, lack of opportunity for advancement, high degree of
specialisation, excessive interdependence of various departments, line and staff conflict, etey
works as stressors as relationships among individual and groups do not work effectively.

3. Organisational Processes. Organisational processes also affect individual behaviour af
work. Faulty organisational processes like poor communication, poor and inadequate feedback
of work performance, ambiguous and conflicting roles, unfair control systems, inadequat
information flow, etc. cause stress for people in the organisation.

4. Physical Conditions. Organisational physical conditions affect work performance.
poor physical conditions like crowding and lack of privacy, excessive noise, excessive heald
cold, pressure of toxic chemicals and radiation, air pollution, safety hazards, poor lighting

etc. produce stress on people.

Extraorganisational Stressors

Since an organisation interacts continuously with its environment, events hap
the organisation also work as stressors. Thus, social and technical changes. ¢
financial conditions, social class conflicts, community conditions, etc. work as §

EFFECTS OF STRESS

Generally, stress is considered to be negative, th hat 1
, thereby meaning tha

consequences. However, stress has neutral connotation; it is only the degre¢ of s assil

produces positive or negative consequences. From this point of view, s{res can be

as eustress or distress.

Eustress. Eustress denotes the presence of optimum level of stress in a7 gcr 2y
contributes positively to his performance. This may lead employees to new an dcuﬁdﬂi si0
doing their jobs. In certain jobs, such as sales, creativity (journalism rad! _

ql’hlu

the
Bro, &
pmrlgl;p.';

onomic &
tressors:
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is significant), a mild ley
f é prcglurc _ o d level of stress contributes positively

t whcr{' “m

pestd
e he presence of high level of stress in an
' ey individual which
tes many types of physical, psychological, and beha\:ng-:

ng degree of stress and their effect on performance.

o 15 8 shOW -y
High ' A
é
Low
Low Optimum stress level High

L FIGURE 22.8: Levels of stress and performance

um level of stress (eustress), the performance Is maximum. It is lower in the
¢ the optim _ and still lower in very high-level stress. Though optimum level of

v different for different individuals, each Individual can determine how much
s un ional for him to operate in a productive manner. High level of stress (distress)

 hysical, psychological. and behavioural problems.

ress causes physical reactions, including autonomic, excitabllity of nerves, increased heart
L rate, and a decrease in body temperature. A research finding suggests that high-level
ess is accompanied by high blood pressure and high level of cholesterol and can result into
w, ulcer, and arthritis. There may even be link between stress and cancer.?” Such
erious ailments, however, are not caused exclusively by stress alone. physical characteristics
individuals have their contributions. “These aillments have a drastic effect on the

and organisations

'y
;
-

reactions, such as anger, anxiety,

by
irritability, tension, and boredom depending upon the nature of
tduals to'bear stress. The effects of psychological reactions of

of high level. Such behaviour may be
, under/over-eating,
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Burnout

f)rym. Iher foy
|

hy
is a syndrome wherein a person breaks down physically .
Y oand g

s over-work over a long period of time. The human body
with stress once it s depleted. As a result, Pﬂlple b " antl,
1COme , rr_i,"
* Phyyy, '

kened from trying (o combat it. They become deye)
plish their goals. Burnout is a slow process and g 1ed from, they ally
ROes throyg, lhr Ky
" ’b'k

of job contentment—enthusiasm to work with high epe
TRy lcvc]

Burnout
continuou
ability to cope
emotionally wea
feel unable to accom

stages:

]. Stage
attitudes.
9. Stage of fuel ghol—mgc-—cxpcricncing mental fatigue, frustration disil) It
o 11 ’Uﬂiﬂnmtr"

Jow morale.
3. Stage of withdrawal and isolation—avoliding contact with co-worker |
18, Showiy, .
K dligey

' negativism, and emotional disturbances.
4. Stage of crisis—very low self-esteem, cynicism, and negative feelings
Stage of final breakdown—alcoholism, drug addiction, suicidal tendenc
NCY, and pg,

5.
attacks.
Some persons, particularly those who are work addicts or workaholics, are syg
burnout. Similarly, some jobs, such as those in the helping professions {c'uunz::lljmp“b"_
care proressiona.ls. and social workers) and those with continuous high strf‘qsnts' :
controllers, customer service representatives, and stock brokers) are more lt'iltcl:ru:(:.u

burnout.?®

When people become
to others, and to be highly 1
about leaving their jobs, to se
addition to higher turnover, suc
and defective work quality.

Canngy mluna"
n
v thyy

and p, %

burnt out, they are more likely to complain, to attribute their errg
rritable. They feel alienated which drives many of them to th
ek out opportunities (0 become trained for new careers ™|
h people show increased absenteeism, decreased producti

Jly under-worked and his skills are und
for employees. Like a rusting @

jod of time, they become use
clind

1t is a syndrome wherein a person is chronica
d in performing the job. This syndrome is a problem
.‘cmu erosion in employees and over the per
hw oceurs in two situations—sidelined and misemployment. [n sid
is isolated by his superior either due to lack of confidence. prejudices, or dus
misdeeds/incompetence. In misemployment, the employec 1S placed on &,
much lesser skills than what he possesscs. In both these situationss
oor more of the following feelings or behaviours:
ges in workplace events.
h his job the way he used to do earlier.
he is not needed or valued.

ly and through them, their families
should be made to overcome¢ {he N6

Integration of Research o1 Job BUIE

p and Subordinate Bumom."/"-
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FIGURE 22.9: Stress and i

ﬁifb. ent is required when an individual

. IS unable 1o cope

Y, SuE ¢ This inability generates anxiety and produces defengyyr 1.0y ¢ %*manding
k. S SCIIONS ArS required for F‘thomng ada :;:” haviour ang sfr'.'?:
;,._ o consequences of stress. Such actions may be taken at l?ld,': behaviour g as 1o
5 <ational level. idual level as weij 2

- __ may cause within organisational context and outside as discussed
T N " strategies may be adopted by individuals without reference to tl;reh;rr;hnﬁ;:
v Py MW tend to be more reactive in nature, that is, they tend to be wav.ns

: i h stress that has already occurred. Some individual strat »
new g egies, such as physical
e reise can be both reactive and proactive, but most are geared towards hclpinga;f p-:;:;

¥ -ady suffering from stress. Following are the major individual coping strategies

physical Exercise. Physical exercise is a good strategy to get body fit and to overcome
s Physical exercises of different types, such as walking, jogging, swimming playing €ic.
,.  good methods of overcoming stress. The role of Yoga, a scientific technique of physical
 shilis zre ﬁ-_m.hody fit and to overcome stress, has been recognised in most part of the

ke 2 s  Physical exercise helps people to better cope with stress generally as a side eflect il

beoome ™8 axation, enhanced self-esteem, and simply getting one’s mind off work for @ while.

gt [n 53 - | : tion can be a stmpl¢

dioes & e Impact of stress can be overcomc S gation. The e d meditation. In

- sl specific techniques of relaxation, such as bio-feedback and m through

plact’ idual ernal rhythms of a particular body process T
gl dual learns the int \, brain, or heart)

k that {s wired to the body area (for example, skir’
control body proces

.’m' can learn to
ed inner thought in order (0 rest the body physically an

tices of med
one of the more popular prac aday.
ef periods of fifteen to twenty mmut;:ts a relatively qui¢t
V

to €
que, the mtentniﬂmore effectivel.
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e h
30 or 60 minutes of work time, For instance, during the last hour of woyy, | o
: of the activities that need 1o, ' ber
review the day's activities, list the priorities some Back in relaxed ¢ a"e“de;% .
next day. Thus, he can finish his day's work and Manner, 4o

s , special cognitive thery,
:. Co:nluve Therapy. &?;f;";““"“umu“- lecturgs and Inlclr]::: "hnéq% 3
een developed by psychologists. el ' '

lve
: events at work ; Wiy
pants to: (1) recognise even And whay o, 2
sessions are arranged to help particl of such cognitions on thej Coghys
effects of 8 " Physig) L
they elicit; (1) beco!‘!;:!;“": ol;t:h "y evaluate the objec::ve mscqutef:ccs of m,,?f::"
etk ospoades: (VS0 0 ta dsnescssarly s sizan,
"t is the formation of close asso iatons with trusted, o,
5. Networking. Networkel;igwho good lis s and colnﬂdence butlders, Such pep.
. o ituation. .
mWkaa:ldsﬂp?fm get the person through stressful situation
IES

ORGANISATIONAL COPING STRATEG |
proactive nature, that is, they attempt a¢ 1o -

are more of

coping strategies are¢ m onset of stress of individual job p .
and prevent the Olders, 4

existing or potential stressors

rganisational stressors. Therefore, the organisationg| oy
discussed earlier, there a;ctﬁyf:mrs which produce or help producing stresses. Fojy
strategies revolve aroun

organisational coping techniques and efforts:
) t Climate. Many of the organisational stressors emerge becay
faulty organisational processes actices: To avery great extent, these can be controlls
o supportive um;.:::lﬂ clizoabe. Supportive organisational climate depends s
leadership rather than the use of power and money to control organisati

behaviour. focus is primarily on participation and involvement of employees in decisios
making ;no'l::a Sucl: 2 climate l:ll:velopa l;aelt:mging!mll! among people which helps thes

| Enrichment. source  is the monotonous and disinteresting Jo
h 3- J.:uﬁrmed b mm the mmw more rational designing of ;
mued ear!lej; jobs can be enriched. Improving content factors, such as reSpons
recognition, opportunity for achievement and advancement, or [mprovln% ‘;:ed 4
characteristics, such as skill variety, task identity, task significance, autonomy, 8¢ "
may lead to motivation, feeling sense of responsibility, and utilising maximum capa
the work. Such a phenomenon helps in reducing stress. , o
rganisat Clarity. People experience when they are not clear
tec &mﬂw orpnmtlm. Mmay.lrp;en becauz either there IS 3T 78,
 is role conflict. Such a situation can be overcome by dn':ﬂmnghrat el
technique helps both managers and employees (0 analyse “’ms :
o ns are. wdom tbeJObto m various componc ,
for the entire system, This helps to eliminate Imposiné ' oy
ual. Role m roh"m, and role over

and counselling help 1 0
+ 'th!' = ] IlldP them to achlcvj .-

| qualifications, training 2% '
career counselling Proga™ U g s
in self-assessment and incr
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designed to communicate opportyp

tes
dns (hrough interviews by managers, cq avallable (o
1

Individuals.
unselly -
nal spccialists; (tv) workshops and educatlona?ic’:::::‘uulonalu and

f les des
f ucat! | setting and establishing action plan for ; igned to
'ﬂd :!duﬂl’ n gl.;lamcs to prepare individuals with sk change; (v) educational

8 and knﬂ\\’l
and (vi) programmes for enhancing the Individuals’ ;mftourn&?
5

od ops and Employee Assistance Programmes, The organisation

ol ops for control and reduction of stress. Such workshe

" jcal wﬂr:;:mﬁcs of stress and methods of overcoming its {1] cﬂ'ect:' ;II:I};I::II:
s yoid (o learD t.heakc arrangement for assisting individuals in overcoming their personai
ﬂoﬂ can ™ arrangement may include managing personal finance, dealing with
"ﬁﬂ! p,oblcl;l;u ng with health problems, and dealing with other kind of personal and

o e P el PTOEC
Ty ﬂ.;e:: s caree cila nges. Varlous career planning and co
s 40 c,rccry in providing them satisfaction and redu

d lemS:
poly ?:’:;9" strategies for stress—individual and organisational—taken together
':Lh ypes of wpmt%e that individuals will not experience stress. However, such strategies

”#nrw 3‘: .-e.diuclns the tendency of occurring stresses or if stresses have occurred.

ch is catching the attention of Western industrially-developed
indiar hical t:m Meditation and Yoga are being practised by more and more
tries to COPE ‘“I andra Pandey has developed a model for gtrcss management based on
_gntries. Satish 3 | is presented in
ount Upanishads, Vedanta, etc. The model is p
hy consisting of

::n[ 10 (on page 568).

21 CONCEPTS FOR REVIEW

Motivating potential score
Organisational stressors

Requisite job characteristics theory
Rustout

Social information processing model
5 t

Stress managemen

Task characteristics theories
Theories of work design

Work design options

Work schedule options

in
sses and human behaviour

y affect organisational proce

ision,” JIMS, April-June 1997-
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