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CHAPTER
2

EVOLUTION OF MANAGEMENT THOUGHTS

LEARNING OBJECTIVES

After studying this chapter, you should be able to:
¢ Differentiate between classical theory and neo-classical theory

® Discuss various approaches to management: Quantitative, System, Contingency and
Operational

INTRODUCTION

The origin of management can be traced back to the days when man started living in groups. One
can argue that management took the form of leadership which was essential o coordinate the
efforts of the group members in order to arange the necessaries of life. History reveals that strang
men organized the masses into groups according to their intelligence, physical and mental
capabilities. According to Egyptian literature of 1300 B.C., the an of management was being
practiced in different forms by different people. The literature clearly indicates the recognition of
the importance of organization and administration in the bureaucratic set up. Similar records exist
for ancient China. According to L.S. Hsu, Confucius’s parables include practical suggestions for
proper public administration and admonitions to choose honest, unselfish and capable public
officers,

[n Greece, the existence of the Athenian commonwealth, with its councils, courts, administrators
and board of general indicates the nature of management, Similarly, in Rome , the existence of
Roman magistrates, with their functional areas of authority and degree of importance, indicates a
scalar relationship characieristic or organization. It is believed that the secret of the success of the
Roman Empire lay in the ability of Romans to organize. Through the use of the scalar principle and
the delegation of authority, the city of Rome was expanded to an efficient empire.

APPROACHES TO MANAGEMENT

{Schooly of Management Thought)

The growth of modern manpagement techniques began with the industrial revolution in England
during the 18th and 19th centuries. A series of inventions were made by the scientists like
Hargreaves, Arkwright, Crompton, Kay and Cartwright. The important inventions include “Spinning
jenny’, “Water frame’, ‘Mule’, ‘Power loom’ and ‘Machine lathe’, which completely revolutionized
the commerce and industry. These led to production on large scale and introduction of division of
labour. Soon joint stock companies camne into being which separated the ownership and management
functions. There was a great need of persons who could manage big industrial enterprises,

The above development led to the emergence to different schools of thought of management. The
divergent directions of management though have caused one management writer, Hareld Kootz,
to call the resulting array “the management theory jungle”. However, for an easier understanding
of the development of management thought, we can classify the different schools of management
thought as follows:

1. Classical theory:
(a) Scientific Management Approach.
(b) Management Process of Administrative Management Approach,
{c) Bureaucratic Organization Approach.

2. Neo-classical or Human Relations Approach.














































































CHAPTER

3

MANAGERIAL SKILLS

LEARNING OBJECTIVES
After studying this chapter, you should be able to:

& Describe different levels of management

® Siate the necessary inputs in management skills

# Discuss various roles played by a manager

INTRODUCTION

The term ‘Manager’ conveys different meanings to different people as there are no prescribed
duties and qualifications of a hanager. In a big enterprise, there are two distinct classes of employees,
viz., (a) operative employees and (b) personnel employed to supervise other employees. The
personnel of second category are fermeed as managers. In the words of Edwin B. Flippo, “A
manager is one who exercises authority and leadership over other personnel; the president (chief
executive or general manager) of a company is certainly a manager and so also is the departmental
head or a foreman.” Thus, chief execulive, departmental heads, section officers, foremen and
supervisors are all managers as they are responsible for instructing and guiding other personnel.

LEVELS OF MANAGEMENT

The term ‘levels of management’ refers to a line of demarcation between various managerial
positions in an organisation. The number of levels of management increase when the size of the
business and workforce increases. There is a limit to the nomber of subordinates a person can
supervise. Levels of management are increased so as to achieve effective supervision,

The number of levels of management cannet be increased to an unlimited extent because it may
create many problems. It may complicate the communication process and make coordination and
control difficuft, Therefore, it is destrable 10 restrict the number of levels of management. But the
feasible span of control should not be widened to restrict the number of managerial levels.
According to Urwick, “In determining the number of levels which are necessary, prime regard
should be given to the span of control and not vice versa. Forcing managers to exceed their
feasible span of control merely in order to reduce the number of levels will increase administrative
and social distance”.

In most of the big orpanisations, there are generally four levels of management, namely, top
management, upper middle management, middle management and lower leve! or first line
management. These have been shown in Figure 6.

Top Level Management

Top management of a company consists of the Board of Directors and the Chief Executive or the
Manaping Director. It is the ultimate source of authority and it establishes goals and policies for
the enterprise. It is accountable to the owners of the business for the overall management. Top
management also approves the decisions of the middle level management. It can issue orders and
instructions and lay down guidelines which must be followed by the lower levels.

The responsibilities of the chief executive position include the interpreting of organisational
polices and communicating the goals of the organisation. The chief executive thinks and takes
decisions for the long run welfare of the enterprise. He puts into effect the policy decisions taken
by the Board and maintains effective coordination in the organisation.



























which can be appreciated at the lower level in the organisation. Once they are implemented and
the feedback comes middle managers have to again translate the technical details into a form
which can be understood at the top level. Hence the need for almost equal level of technical and
conceptual skilis at the middle level. It is important to understand that human skills required are
equally important at all the levels in the organisation and no one can escape from it. Every
manager must learn the art of making everybody feel delighted.

KEYWORDS

Manager: A manager is one who exercises authority and leadership over other personnel.

Levels of management: It refers to a line of demarcation between various managerial positions in
an organization.

Top-level management: It is the ultimate source of authority and it establishes goals and policies
for the enterprise.

Upper middle management: This level of management is responsible for the effective performance
of their functional divisions.

Middle level management: It consists of middle level managers who are responsible o the top
management for the efficient functioning of departments.

Supervisory Management: It refers 1o those executives whose work is to control and direct
operative employees.

Managerial skills: These are the skills required by managers, which include conceptual skills,
human skills and technical skills.

Conceptugl skill: It involves the ability to nnderstand how the parts of an organization depend
on each other. -

Human Skills: Human skills are the abilities needed to resolve conflicts, motivate, lead and
communicate effectively with others.

Technical skills: 1t refers to specialized knowledge and proficiency in handling methods, processes
and techniques of specific jobs

Role: A role consists of the behavior pattiems expected of a manager within an organization or a
functional unit.

Interpersonal roles: It consists of igurehead role, leader role and liaison role, which help managers
1o keep their organizations running smoothly.

Information roles: Managers need infonmation for taking decisions and they pass on necessary
information to others to facilitate their tasks. It includes monitor role, disseminator role and
spokesperson role.

REVIEW QUESTIONS

1.  “Management is concemad with ideas, things and people”. Comment.
2 “The job of a manager is to manage workers and work”. Examine this statement.

3. What do you understand by the tern ‘Levels of Management’ 7 Briefly describe the different
levels of management.

4, Tlustrate different levels of management with the help of a suitable chart.

5. What functions and duties are associated with top and middle management in 2 modem
industrial unit? Explain briefly.

6.  Write an explanatory note on the skills required by managers.

Managerial Skills
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Management Process and 7. Explain the different types of skills required by managers and comment on their relative
Organtzational Behavior importance at different levels in the organisation.

8  What roles are performed by the managers? Explain each role in the context of a business
enterprise.

9. Discuss Henry Mintzberg's classification of basic roles performed by managers in modern
organisations.

10.  Write explanatory notes on the following:
(@) The Manager and his job.
(b) Interpersonal roles of managers.
{c) Conceptoal skills.
11.  Answer the following:
(a) Briefly explain the various levels of management.
(b} What are the functions of top management?
(c) State the skills required of a manager.
(dy Why are human skills important?
(e) What are the interpersonal roles of managers?

(fy Briefly explain the decisional roles of managers as stated by Mintzberg.

FURTHER READINGS

Mintzberg, Henry, The Nature of Managerial V. .\, New York, Harper & Row.
Mintzberg, Henry, A New Look at the Chief Executive'’s Job, Organisation Dynamics, Winter.
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Consistency: Consistency is the extent to which the same person behave in the same way in
different times,

Distinctiveness: Distinctiveness is to extent to which the same person behaves in the same way
in other situations.

REVIEW QUESTIONS

I

r)

10.

t.

Can you think of instances when you have been classically cenditioned to do something?
Describe them.

How might an instructor use reinforcement theory to get students to come to ¢lass on time,
turn in assignments on time, and take proper notes?

Think of a local business and imagine you are its manager. How might you use positive
reinforcement, avoidance, and punishment to affect your employees' behaviour.

In the context of your role as a student, identify exarples of each schedules of reinforcement
that influence your behaviour.

Have you ever learned something vicaricusly? What? Have you ever practiced stimulus
generalization or discrimination? In what situation?

Do you agree with the chapter’s discussion of punishment, why or why not?

Use the perceptual framework from the chapter to describe how you recently perceived
something impontant,

Recall and describe recent situations when your perceptions were influenced by salience,
disposition, and attitudes.

In what ways are selection, organization, and stereotyping different? In what ways are they
similar?

Can you recall a recent instance in which you made attributions about sorneone else’s
behaviour? How can you use attribution theory 10 explain those atiributions?

How are leaming and perception related? That is, how does one affect the other?

FURTHER READINGS

Stephen P. Rabbins., "Organizational Behaviour", Ninth Edition, Prentice-Hall India.

Archana Tyagi., "Organizational Behaviour”, Excel Books.

Laurie I. Mullins., "Manugement and Organizational Behaviour”, 2nd Edition, Pitman.

Perception - Perceplual
Frocess and Managerial
Implicalions of Pecception
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Case Study

LEARNING, PERCEPTION, AND ATTRIBUTION

Amit Mittal has been a production line employee for nearly eighl years with Warld Class Paints.
During Amit's employment, Ilwo strikes have occurred. The first strike lasted 1wo days while the
secend lasted twelve weeks. Five monlhs ago Amit was promoted as supervisor of the produoction
line on which he had previously worked. Even though Amil was known as a strong union man, the
supervisor's position offered nearly Rs. 24.000/- more in salary per year, Amit believed the offer
was too good to be refused. He was now part of management and enjoyed his position.

During the last fortnight, (wo incidents have occurred lhat have troubled Amit. The first incident
involved an argumenl with the union's chief in which the chiefl claimed 1hat Amit was harassing
employees for working at a slow pace. Amil denied this, lost his temper and used foul languape. The
unjon chief later withdrew the grievance after asking and geuing Amit to apologize.

The second incidenl involved an employee whe was repeatedly late for work, Amil documented
four occurrences and, after the fifth in twenty days, seni the employee home without pay as
stipulated 1n the labour-management agfeement. Again, a grievance was filed by the union asserting
that Amit was harassing the emplovee. Duriog 2 meeting in the planl manager's office, the union
produced the employee's punching card indicaling that the employee had clocked in on time for
the day that Amit had sent the employee home.

Amit insisted that the employee had been twenty minotes late. The plant menager also expressed
coneern at Amit's behaviour as 2 supervisor, stating that several other employees had confided
that Amit was a nit-picker and seemed to enjoy harassing them.

Amit became angry over these situations. He believes that the upion is outl to get him. He like his
job as a supervisor and wonders why the employees have tarned against him.

Questions

I, Hus Amil's attitude toward the union changed since he became a superviser? Explain,

2. What perceplions might the employees who are union members have formed about Amit
since he hecame a supervisor?

3. What should Amit do now?
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20. The feeling of accomplishment I get from my job.
12345

Scoring: Total the score of very satisfied; satisfied: can’t decide; dissatistied and very
dissatisfied and calculate the percentage and total all the score. Thin will give the Job
satisfied score. The greater score lighter the satisfaction.

Very dissatisfied
Satisfied
dissatisfied
Satisfied
Figure 17

Q2. Aresatisfied workers more productive? Or, are more productive workers more satisfied?
The link between satisfaction and performance has been widely explored.

SUMMARY

Values and attitudes of an individual are the micro variables in the study of organization behaviour.
Value is a personal belief of an individual regarding some object. While attitude is a persistent
behaviour towards that object. Both of them are, in general circumstances, positively correlated.
But in some cases, values upheld are different while the attitude being presented is of a different
line. Hence, it is a situational context. Attitudes often help employees adapt 1o their work
environment. A positive attitude of an employee towards his job, work envirenment, colleagues.
subordinates, his bosses results in job satisfaction, Although the relation of job satisfaction and
productivity is not established low job satisfaction tends to lead to both turnover and absenteeism.
While his job satisfaction often results in fewer on-the-job accidents and work grievances and
less time needed and learn new job-related tastes,

KEYWORDS

Values: Values represent basic convictions that a specific mode of conduct 1s personally or
socially preferable to an opposite mode of conduct.

Terminal values: Terminal values reflect what person is ultimately striving to achieve.
Instrumental vaines: Reflect how the person gets their.

Attitudes: Attitude is a predisposition to respond in a positive or negative way towards an ohject
Or person.

Cognitive components: Beliefs and values, ideas that a person has about the attitude object.

Affective components: It involves the person’s feelings of likes and dislikes towards the attitude
object.

Behavioural components: The tendency of a person to behave in a particular manner towards
the attitude object.

Job Satisfaction: Refers to an individual’s general attitude towards his job.

Job Involvement: Measures the degree 1o which a person identifies phychologically with his job
and considers his pereeived performance level important to his self-worth.

Organizational commitment: Defined as a state in which an employee identifies with a particular
organization and its goals and wishes to maintain membership in the organization.



REVIEW QUESTIONS

RIS

Discuss the concept and types of values. What are the sources of values?

What do you understand by attitude? What are its companents? How is an attitude formed?
Explain the features of attitudes. What are the sources of attitudes?

How are attitudes formed? How can attitudes be measured?

Do attitudes affect an individual’s behaviour? What is the role of a manager in changing the
attitudes of workers?

“Job-related attitudes are significant for understanding organizational behaviour,” Explain
this staternent.

What is job satisfaction? How is it linked with productivity? What factors determine job
satisfaction?

Explain the determinants of job satisfaction of an individual. What is the influence of job
satisfaction on employee tumover and absentegism?

Answer the following:

{a) What are values?

{b) What are the sources of values?

{c) State the impact of corporate values on organizational climate.

{d) Explain the components of attitudes.

(&) What is social learmning

(f) Briefly discuss the role of attitudes in job satisfaction and job involvement.
(g) Write a short note on organizational commitment.

(h} What is the impact of job satisfaction on employee producti‘vity?

FURTHER READINGS

Robert A baron and Donn Byne, Social Psychology: Understanding Human Interaction, Prentice

hall,

Steven L. McShane, Mary A V.Glinow and Radha R . Sharma, Organisational Behavior, Tata
Mcgraw, 2006.

Stephens P. Robbins., Organizational Behavipr, Ninth edition , Prentice Hall,

Values and Aljtudes
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CHAPTER
11

UNDERSTANDING AND MANAGING GROUP
PROCESSES

LEARNING OBJECTIVES
After studying this chapter, you should be able to:

®  Explain the terms formal organization and informal organization,
®  Analyze the importance and relevance of both.

® Bring out the concept of group dynamics.

¢ Identify and describe the four types of work teams.

® Enumerate the usefulness of quality circles.

e Highlight the purpose of ikam building.

INTRODUCTION

Formal organization which refers to the structui  ~ well-defined jobs, each hearing a definite
measure of authority, responsibility and accountability, is not capable of accomplishing
organizational objectives all alone. It needs the help of informal organization for this purpose. In
other words, informal organizarion which does not appear on the organization chart supplements
the formal organization in achieving organizational goals effectively and efficiently. The working
of informal groups and leaders is not as simple as it may appear i¢ be. Therefore, it is obligatory for
every manager to study thoroughly the working pattern of informal relationships in the organization
and to use them for achieving organizational objectives. In this chapler, an attempt has been made
to study the behaviour of informal groups which develop automatically along with the formal
organization.

FORMAL ORGANIZATION

Chester I Barnard defined formal organization as “a system of consciously coordinated activities
or forces of two or more persons”. A formal organization is deliberately designed to achieve some
particular objectives. It refers 1o the structure of well-defined jobs, each bearing a definite measure
of authority responsibility and accountability. The structure is consciously designed to enable
the organizational members to work together for accomplishing common objectives. The individual
must adjust to the formal organization. It tells him to do certain things in a specified manner, to
obey orders from designed individuals and to cooperate with others. Co-ordination also proceeds
according to a prescribed pattern in the formal organization structure.

The formal organization is built around four key pillars, namely: (1) division of labour, {ii) scajar and
functional processes, (i) structure and (iv) span of control. These may also be called the principles
of formal organization. Division of labour and specialization is the basic principle of formal
organization. The whole work is divided into a number of small operations and each operation is
performed by a different person so that there is maximum speciatization. The scalar and functional
processes imply the growth of the organization both vertically and in the organization which
ensures proper balance between different parts of the organization and secures the execution of
all operations and the achievement of organizational objectives. The span of control refers to the
number of subordinates directly reporting and accountable to one superior,













































SUMMARY

The best performance is achieved when the people in the organization function not as individuals
but as members of highly effective work-groups with high performance goals. Social needs are
among the most powerful and compelling on the job motivating forces, In order to fulfil their
social needs, workers form small groups on the job itseif. It is not necessary that small groups
would always be productive, they may prove ta be counter productive also, Hence there is a need
to tackle groups very carefuily. Managers must be able to understand, and when possible, take
advantage of group dynamics. '

KEYWORDS

Formal Organization: A structure of well defined jobs, each bearing a definite measure of
authority, responsibility and accountability.

Informal Organization: Refers to the relationship between people in the organization based on
personal attitudes, emotions ete.

Group Co-hesiveness: Means the degree of attachment of the members of a group,

Work Teams: A small number of people with complementary skills who are comimitied to a common
purpose, goals.

Advice Teams: They are created to broaden the information base for managerial decisions.
Production Team: This team is responsible for performing day to day operations.

Project Team: Project team requires creative problem solving often involving the application of
specialized knowledge.

Action Team: This team is a combination of advice and project action team.

Quality Circle: Quality circle is a small group of employees doing similar or related work who
meet regularly to identify, analyze and solve product guality, problems and to improve general
operations.

REVIEW QUESTIONS

1. Define formal organizations and explain their characteristic features.

2. Give a comparative assessment of the importance of formal and informal organization.

3. Distinguish between formal and informal organization. What should be the attitude of
management towards informal organization?

4. Whatis an Informal Group? Describe its features. Provide a guideline to practising managers
for effective utilization of informal groups.

5. Define group dynamics. Why informal groups come into existence? What factors influence
group cohesiveness?

6. {a) How can informal organization undermine and distort the formal organization?
(b) Examine the role of groups in the management of change.

7.  “Beneath the cloak of formal relationships in every institution, there exists a more complex
system of social relationships catled the informal organization”. (Keith Davis). Explain this
statement and state why the informal groups come into existence,

8. “Both formal and informal organizations are necessary for group activity just as twa blades
are essential to make a pair of scissors workable”, (Keith Davis). Do you agree with this
view? What should be the attitude of management towards informal groups?

9. What is meant by Group Dynamics? What problems are created by informal groups for the
organization?

Understanding and Munaging
Group Processes
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Moaost managers listen to a complaint of employees when the employees approach the manager Interpersogal and Group
together. The same managers may not listen to individual complaints. In the case of one college, Behaviour
that the author knows, there were many individual faculty complaints against the President of the

callege for some of his decisions and actions, as well as against many aspects of the physical and

conceptual academic environment of the college. But the President refused to listen or show

sympathy for the needs and desires of faculty on individual basis. But when the faculty as a

group in the form of "faculty organization” approached the President with their problems and

difficulties and the President still refused to listen, he was forced to resign, because of the power

of the group.

Groups also provide opportunities for individual members to become Jeaders of the group and
influence other members of the group with their views and reasoning. As a leader of a group, he
may influence people ouiside the group or other groups. Leaders of certain groups are often
called upon to speak to other groups, thus giving them an opporiunity to express their own view
points and ideologies. These leaders may alsa find that their leadership roles give them increased
public visibility and may prove to be stepping stones for enhancement of their own careers.

Objective: To see what kind of Team member you are?

Identify the groups that you would like to belong.

Answer these Questions

a.  What is the size of the group?

b.  Who are the members of the group?
What is the purpose of the group?

e

What do you contribute to the group?

€. What can you do to increase the effectiveness of this group?

SUMMARY

The field analyzing interpersonal relations is quite interesting and the more a person knows about
it, the more he wants to know and see its practical relevance. It helps in behaving properly by
giving right kind of responses to different people.

A group formation can be attributed to individual reed satisfaction. The need could be social in
form of need for love, affection or econonical in form of incentives. Activities, interactiohs and
sentiments form three basic elements of group formation.

Groups are the opportunistic tools for individual's growth 10 become the leader of the group
Enhancing individual's leadership roles, a group engenders greater public visibility to the individual,
thus paving his way to upliftment of his career.

KEYWORDS

Personadity: Personality refers 1o personal maits such as tolerance, aggressiveness, persistence
and other qualities reflecied through a person’s behaviour.

Ability: Ability refers to the actual skills and capabilities that a person possesses,

Organisational factors: Individual behaviowr is influenced be a wide variety of organizational
systems and reasons.

Socio-cultural factors: The social environment of an individual includes relationship with family
members, supervisors and subordinates.
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Management Process and
Organizational Behavior REVIEW QUESTIONS
i. What are the factors that affect individual behaviour?

2. What atiributes are taken in account in a group formation?

3. Explain how groups are effective for an individual's growth.

FURTHER READINGS

Laurie J. Mullins, "Management and Organisational Behaviowr”, 2nd Edition, Pitman.

Stephen P. Robbins, "Organizational Behavier” , Ninth Edition, Prentice-Hall India.
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contingency theory suggests that different leadership orientations are necessary depending
upon the favourableness of the simation for the leader. Favourableness depends upon the structure
of the task, the position power of the leader and the satisfactoriness of the relationship between
the leader and the group. Fiedler argues that task-oriented leaders perform best in situations that
are either very favourable or very unfavorable. Relationship-oriented leaders are said to perform
best in situations of mediumn favourability. House’s path goal theory suggesis that leaders will be
most effective when they are able to clarify the paths to various subordinate goals that are also of
interest to the organization. According to House, the effectiveness of directive, supportive,
participative, and achievemeut-oriented behaviour depends upon the nature of the subordinates
and the characteristics of the work environment. Vroom, Yetton and Jago’s Normative Decision
Model of Leadership developed a model of leadership that emphasized the role played by leaders
in making decisions. This theory basically emphasizes the degree to which employees should be
allowed to participate in decisions, which are of decision quality, decision acceptance and decision
timeliness.

In this context in emerging leadership theories leader-member exchange theory has also been
discussed. Charismatic leaders were concemed with identifying the traits of charismatic leaders,
the behaviours used by these leaders, and the conditions under which such leaders may emerge.
Transformational leaders modify the beliefs and attindes of followers to correspond to a new
vision. They also have charisma, the ability to comunand extraordinary loyalty, dedication and
effort from followers. And last but not the least, the leadership challenges faced by the managers
today has been emphasized.

KEYWORDS

Leadership: Leadership is creating a vision to which others can aspire and energizing them to
waork towards this vision.

Ohio state leadership: Talks about 'consideration’ and 'initiating structure’. Consideration - as the
degree to which a leader shows concern for subordinates and initiating structure the extent to
which a leader organize and structures his/her own work.

Michigan studies: Relationship between behaviour and group performance.

Managerial grid: 15 a configuration of management styles based on the matching of two
dimensions of managerial concern concerns for people and concern for production.

REVIEW QUESTIONS

1. Discuss the nature and significance of leadership. [s it measurable?

Z What are the traits and skills which determine effectiveness of a leader? Are these Iraits
and skills considered equally important among reanagers, irrespective of culture?

Is leadership situational? Discuss some theoretical models in this respect.

“The effectiveness of leadership does not depend upon a single factor alone but it is a
product of several factors including personal characteristics of the leader, behavioural
styles, the group of followers, and situational requirements operating at a particular time in
leadership situation.” Elucidate.

5.  Between Fiedler's theory and House's Path-goal theory, which would you say is more
appealing to you? Why?

6. Al one time, researchers abandoned the trait theory of leadership and now they have
started to talk about “charisma” and transformational leadership. What do you think of
this? )

FURTHER READINGS

Laurie J. Mullins., "Management and Organizational Behaviour”, 2nd Edition.
Fred Luthans., "Organizational Behaviour”, Eight Edition, Irvin/Mc Graw-Hill,

Leadership — Its Approaches
and Styles
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Money should be most effective as a motivator when it is made contingent upon performance.
Compensation plans to enhance teamwork include profit sharing, gain sharing and skill based
pay. Recent views advocate increasing the scope (breadth and depth) of jobs to caphialize on their
inherent motivational properties, as opposed to the job simplification of the past. Goal setting
can be an effective motivator when goals are specific, challenging, and acceptable to workers.
Some organizations have adopted alternative working schedules such as flex-time, the compressed
work week, or job sharing with expectations of motivational benefits. Although these schemes
should have little effect on productivity, they have the potential to reduce absence and turnover
and enhance the quality of work life for a diverse workforce.

KEYWORDS

Moutivation is defined as a process that starts with a physiological or psychological deficiency or
need that activates behaviour or a drive that is aimed at a goal.

Maslow hierarchy of needs: Theory of motivation relating individual needs, physiological, safety
needs, social eastern and self actualization needs.

Need of Achievement: Behaviour toward competition with a standard of excellence.
Need for power: Need to control the environment to influence the behaviour of others.
Need for affiliation: Individual need to establish and maintain friendly and warm relationship.

Profit-sharing: The return of some company profit to employers ia the from of a each bonus or a
retirement supplement.

Guain-sharing: A group pay incentive plan based on productivity of performed.
Skill based pay: A system in which people are paid according the no. of skill,

Job enrichkment: [s the design of jobs of enhances intrinsic motivation and the quality of work
tife.

MBO: Management by objective is a elaborate systematic programme to facilitate goal
establishment.

REVIEW QUESTIONS

. Discuss a time when you were highly motivated to perforrn well but performed poorly in
spite of your high motivation. How do you kmow that your motivation was really high?
What factors interfered with good performance? What did you learn from this experience?

2. UseMaslow's hierarchy of needs and Alderfer’s ERG theory to explain why assembly line
workers and executive vice-presidents might be susceptible to different forms of motivation.

3. Describe in detail a specific job in which a person with high need for affiliation would be
more motivated and perform better than a person with high need of achievement.

4, Feelings of inequity at work can obviously make people unhappy. But how can feelings of
inequity act as a motivator?

5. Cnrticize the following assertion: People are basically the same. Thus, the motivation theories
discussed in the chapter apply equally arcund the globe.

6. Debate the following statements: "Of al] the motivational techniques we have discussed in
this chapter, goal setting is the simplest to implement, Goal, setting is no more than doing
what a good manager should be doing anyway."

7. Describe sotme jobs for which you think it could be difficult to link pay to performance.
What is there about these jobs that provokes this difficalty?

Motivation Concepts and
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REVIEW OQUESTIONS Meaning and Determinants of

Organizational Behaviour

1. What elements of a manager's job are not affected by behaviour or behavioural processes?

2. Isorganizational behaviour comparable to such functional areas as finance, marketing, and
production? Why or why not?

3 ldentify some managerial jobs that are highly affected by human behaviour and others that
are less so.

4. Canyou think of reasons, besides those cited in the text, for the importance of organizational
behaviour? If so, what are they?

5. Some people argue that an organization’s human resousces are its most important asset. Do
you agree or disagree? Why?

6. The text states that people working in an organization have a right to satisfaction, and to
the opportunity to grow and develop. How would you defend this position? How would
you argue against it?

7. Consider each of the basic concepts of organizational behaviour. How do they apply to a
typical classroom setting? That is, can you think of examples from the classroom setting to
tllustrate each concept? What are they?

8. Do you think the field of organizational behaviour has the potential to become prescriptive,
as opposed to descriptive? Why or why not?

9. Are the notions of systems, contingetcy, and interactionalism independent? If not, describe
ways in which they are related.

10.  Get a recent issue of a popular business magazine like Business Week or Fortune and scan
" its major articles. Do some of them reflect concepts from organizational behaviour? Describe,

FURTHER READINGS

Stephens P. Robbins., "Organizational Behavior”, Ninth Edition, Prentice-hall India.
Laurie J. Mullins., "Management and Organizational Behaviour", 2nd Edition, Pitman.
Fred Luthans., "Organizational Behavior", Eight Edition, lrvin/Mc Graw-Hill.
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Case Study
ECONGMIC HOME BUILDERS

Mr, Adesh Sahi wondered what he should do. Adesh was a carpenter who, with one helper, has
earned a repulation for being a very skilled tradesman. The chance 1o own his own company
came at a lucky time for Adesh. The 'Economic Home Builders', with its tweniy two workers,
four trucks, several buildings. and equipment was a thriving busiwess, He could afford to buy
‘Economic Home Builders' because his wife had recently inherited o large sum of money and
they were looking for a good investment,

Adesh offered Anil Mittal, another carpenter and an old friend. the opperiunity 1o buy half of
‘Economic Home Builders'. Adesh mnd Anil decided to go ahead with the partnership. The
business grew so fasl that they had trouble keeping all the commitments they made to
customers.

Adesh began o work seven days a week and long hours each day. He siarted o have a number
of personnel problems. One of the mast difficult problems was his partper Anil, Anil was not
as willing a5 Adesh to work long hours every day. Anil often showed up late on the job. There
were also difficullies wilh the workforce. Some of the carpenters, for example, often did not
show up for work, forcing Adesh and Anil 1o pitch in and work themselves,

Adesh believed thal the problems with the carpenters were because (1) ihere was alwiys work
for tham in the city and (2) some of them would take on individual projects of their own, for
which they could e2rn more meney, than they were paid by 'Economic Home Builders'. Adesh
and Anil disagreed on bow to handle 1wo carpenters whe failed to report for work, Adesh
thought he should be tough with them, while Anil was unwilling to criticize lhem when Lhey
were late o did not show vp. Adesh felt that he was being thought of, by his employees, as the
‘bad guy' while Anil was viewed as the ‘good guy'.

The situation got worse as the problems continued. With mutual agreement both of Lhem
decided to dissolve the partmership. Adesh decided to pay a lumpsum amount, plus continue 1o
make annual payments to Anil for ten years, reflecting Anil’s part in the developmenl of
‘Economic Home Builders', and start his own business.

Then the financial problems slaried. Over the next few years interest rates increased rapidly.
This rmeant & significant drop in business for 'Economic Home Builders'. Ope problem was that
Adesh still owed Anil the regular payment to which they had agreed in the buyout

Win at factor should Adesh consider now? All of these problems were coniributing 10 high
siress tor Adesh,
Questions:

|. Based on Adesh's respunses 1o the various problems that he experienced, how would you
describe his "theory of managing people”?

2 What dangers do youa sce [or Adesh from the siress he is experiencing?

3. Overall, what ideas aboul management and organizational behaviour would .have been useful
to Adesh 1o sludy before buying this business? Why?
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(b) Instructions relating to performance of non-standardized jobs. Organizing and Organizalional
Structure Line and Staff

{c) Specimen forms to be used. Conflicts

The preparation of manuals is too expensive. If no provisions made their revision. their utility will
be reduced after any major change. So they must be kept up to date, otherwise employees will not
follow such manuals after some time and will discard them. Then the need will be felt of having a
new manual and its preparation is very lengthy process. Therefore, revision of the manuais
should be made as often as practicable to incorporate the changes that have taken place. If the
manuals are in loose-leaf form, new pages with new information may be substituted in place of old
ones, [n this way, manuals will not remain static. They will undergo change with the changes in
the business and its environment.

AUTHORITY RELATIONSHIPS: LINE, STAFF AND
FUNCTIONAL

Within the framework of the formal organization, there are three basic organizational relationships,
namely, (i) authority, (i1) responsibility and (iii) accountability. Authority is the right conferred on
an individual to make possible the performance of the work assigned. It includes the - V<cretion to
make decisions to issue instructions to the subordinates and to use organizatic: J resources.
Responsibility means to task or duties assigned to an individual in the organizativi. Entrustment
of responsibility must be associated with the requisite authority for the accomplishment of the
task. By accepting authority and responsibility, a subordinate becomes accountable for the use
of anthority to his boss. These relationships are designated as formal becanse they are
predetermined by the management as a way of relating and combining the diverse functions of
the enterprise. This chapter aims at providing an insight into these relationships.

Authority

Authority is the right to order or command and is delegated from the superior to the subordinate
to discharge his responsibilities. Right to procure or use raw materials, to spend money or ask for
the allotment of money, to hire or fire people, etc., has to be detegated to the individuals to whom
the work has been assigned. For instance, if the chief executive of a plant assigns the production
mansager with the production of particular types of goods and service, he should also grant him
the authority to use raw materials, money and machinery, hire workers and so on to fulfil the
production schedules prescribed as his duty.

Louis A. Allen defined authority as the sum of the powers and rights entrusted to make possible
the performance of the work assigned. Authority is basis to the job of managing. A manager must
have adequate authority to get things done through the subordinates, The features of managerial
authority are as under:

i)  Authority is the right or power to command and control the subordinates.
(i)  Itis granted to a position (or manager) for the achievement of organizational objectives.

(i) The authority may be exercised through persuasion or sanctions. If the subordinate does
not obey, the superior has a right to take disciplinary action.

Responsibility

The term ‘responsibility’ means the work or duties assigned to a person by virtue of his position
in the organization. The person carrying the responsibility for the performance of a given task has
also the authority to perform it. For instance, if a project manager is responsible for the construction
of a bridge, he has also the authority to command his subordinates, procure the needed materials,
procure personnel and seek assistance from functional departments for the completion of the
project. Responsibility should be distinguished from accountability which is the obligation of an
individual to render an account of the fulfillment of his responsibility to the superior to whom he
reports.
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CHAPTER
18

WORK STRESS AND STRESS MANAGEMENT
LEARNING OBJECTIVES

After studying this chapter, you should be able to:

® Define the term stress.
® Describe Matteson and Ivacevich's model of occupational stress.

o Discuss tour reasons why it is important for managers to understand the causes and
consequences of stress.

® Explain how stressful life events create stress,

¢ Review the model of burnout and highlight the managerial solutions to reduce it.
»  Explain the mechanisms of social support.

¢ Describe the coping process.

® Discoss the type and behaviour pattern and its management implications.

e Contrast the four dominant stress reduction technigues.

INTRODUCTION

Life in the 1990s can be hectic and stressful. As students you must cope with tests, projects, and
increased competition in landing goods jobs after graduation. Married couples must wrestle with
the demands of managing careers and a family. Single parents encounter similar pressures.
Occupational siress is also on the rise.

Due to increased competition, employees are being asked to deliver a better quality and a greater
quantity of work in less time and with fewer resources. This is particularly true for survivors of
layoffs. Approximately 75 per cent of all Fortune 500 corporations have been affected by layoffs.

FOUNDATIONS OF STRESS

We all experience stress on a daily basis. Although stress is caused by many factors, researchers
conclude that stress iriggers one of two basic reactions: active fighting or passive flight (running
away or accepiance), the so-called fight-or-flight response. Physiologically, this stress response is a
biochemical “passing gear” involving hormonal changes that mobilize the body for extraordinary
demands. Imagine how our prehistoric ancestors responded to the stress associated with a charging
saber-toothed tiger. To avoid being eaten, they could stand their ground and fight their beast or mn
away. In either case, their bodies would bave been energized by an identical hormoenal change,
involving the release of adrenaline into the bloodstream.

In teday's hectic urbanized and indusirialized society, charging beasts have been replaced by
problems such as deadlines, role conflict and ambiguity, finaocial responsibilities, traffic congestion,
noise and air polintion, family probiems, and work overload. As with our ancestors, our response
to stress may of may noi trigger negative side effects, including headaches, ulcers, insomnia,
heart artacks, high blood pressure, and strokes. The same stress response that helped our prehistoric
ancestors survive has, too often, become a factor that seriously impairs our daily lives.

Since stress and its consequences are manageable, it is imporiant for managers to leam as much
as they can about occupational stress. This section provides a conceptual foundation by defining
stress, presenting a model of occupational stress, and highlighting related organizational costs.




















































































































