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PREFACE 

The main purpose of this book is to make the learners understand the essential elements of 

managing business and other entities and to become effective leaders for attaining 

success. “Management and leadership”, are essential because they are being practiced by human 

beings ever since the dawn of civilization.   

Human beings cannot live in isolation. They are unable to fulfill their needs and 

desires alone, because any  single individual lacks the required strength, ability, time and 

potential to attain his goals. He needs to cooperate with others in achieving his targeted 

goals. This necessitated the formation of organizations i.e., groups of persons formed to seek 

certain goals. 

Organization is not a new invention or phenomenon. Historiography shows that People 

have always formed organizations to combine their efforts for the accomplishments of their 

common goals. In modern society, a number of large and complex organizations, 

encompassing  every sphere of human activity, are found  in almost all countries of the world, 

irrespective of culture, race, ideology and other differences. More specifically, organizations affect 

the quality of human life in the modern societies. The study of organizations is, thus, very essential 

for understanding the behavior of human beings.           

Human beings started working in groups by forming organizations to achieve their desired 

goals of  subsistence, survival and better way of living. Managing these groups  led to planning, 

organizing, coordinating and controlling of  their activities. Thus management became 

necessary  to bring human and material resources together and to  motivate people for the 

achievement of the objectives of the organization. Without proper management, the resources of 

the organizations can never be effectively utilized. As such  management is virtually applied to 

every type of organization, whatever its size or purpose, and it is not restricted to factory, shop or 

office but it is also useful in government enterprises, educational institutions, health services, 

military organizations and so on. 



            In managing any organization, leadership plays an important role. Leadership becomes 

an essential requirement for success wherever there is an organized group of people working 

together, towards a common goal,. The power of leadership is the power of integrating. The leader 

stimulates what is best in us, unites and concentrates the actions of both individuals and groups in 

the organizations. Different leaders follow different ways of leading the groups resulting 

in  different styles and theories of leadership. 

            The  behavior of individual members in the organizations is influenced by a number of 

factors, like perception, learning, motivation, etc. Therefore, a study of human behavior is very 

important since it affects the productivity of the organization. The individual behavior is a 

function of personal, environmental and the organizational factors. 

            Organizations consist of groups of individuals and these groups have common goals. There 

is interdependency among groups and the group activities are interrelated. There are different 

types of groups, viz., formal and informal, horizontal, vertical, command and task oriented, etc. 

There are also chances for conflicts within and among groups. These conflicts are to be managed 

properly. Hence, conflict management and group dynamics  are also essential for 

successful  organizations.        The challenging role of any manager is to build effective 

teams, pool the resources and  to initiate team building activities. Building an effective team 

depends on the number of people  in the team, their skills and potentials, allocating right roles 

to  right  teams, etc. 

This book covers all the above issues relating to leadership, organizations, management, 

behavioral concepts, group dynamics, motivation, communication and issues relating to team 

building.  Thus, an  attempt has been made in  this book to help the learners to understand the 

different facets of this fascinating subject in a systematic manner.     Constructive and healthy 

suggestions for the improvement of this book will be gratefully acknowledged. 

 

V. Chandra Sekhara Rao  G.V. Chalam 
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LESSON – I- : Organization and Management  

 

1.0. Objectives:  

After going through this unit, you should be able to 

   

 define the organization and its types;  

 understand the principals of organization structure design  

 Understand the common and unique characteristics of the organizations. 

 To analyze the Management Functions. 

 Understand the relation between organization and management. 

Structure:                                                                                                               

1.0 .Objectives 

1.1. Introduction 

1.2. What is Organization? 

1.3. Characteristics of Organization 

1.4. Organization Types 

1.5. Organization Structure 

1.6. Organization and Management 

1.7. Management Definition 

1.8. Management Functions 

1.9. Management Functions and Coca Cola Industry 

1.10. Management Styles 

1.10. Summary 

1.11. Self Assessment Test 

1.11. Essay and short answer questions 

1.12.Self Assessment Test 



1.13. Essay Short Answer and Multiple choice questions 

1.14. Further Readings/References. 

 

1.1. Introduction:  

Organizing in a general sense means systematic arrangement of activities. In this sense, 

organizing is done by each individual. However, organizing as a process of management 

essentially relates to sub-dividing and grouping of activities. Organizing becomes 

necessary when two or more persons work together to achieve some common objectives. 

When a player is playing alone, there is perhaps no need of organizing. But organizing 

becomes important when players are playing in a team. In that case, it is important to 

determine the role of each player and for the team as a whole to attain victory over the 

rival team. Similarly, in a one-man business, all the activities are performed by the owner 

himself. But when the owner employs someone to assist him, he has to determine the 

work to be done by the employee and give him the right to use materials, machinery, 

Equipment, etc. This is the point when organizing becomes necessary. As more people 

are appointed, there has to be further division and sub-division of work among them. 

When an organization becomes large, separate departments are created to perform 

different functions. Each department has to be divided into a number of smaller units. 

Ultimately, the work of the organization is divided into a number of positions of 

employees and managers. Relationships are then established among the different 

positions in the organization. The outcome of the organizing process is a set of formal 

relationships which is known as organization Structure. In this lesson, we shall study 

about the process of organizing which leads to the setting up of an organization structure. 

 

1.2. What is organization?  

An ‘organization’ is a group of individuals working together to achieve one or more 

objectives. Although organizations have been defined differently by different theorists, 

virtually all definitions refer to five common features: 

1. they are composed of individuals and groups of individuals 

2. they are oriented towards achieving collective goals 

3. they consist of different functions 

4. the functions need to be coordinated 

5. They exist independently of individual members who may come and go. 

1.3. Characteristics of Organization 



From the above meaning of organization it is concluded that organization has the 

following five unique characteristics. 

 

 

(1) Division of Work: 

Division of work is the basis of an organization. In other words, there can be no 

organization without division of work. Under division of work, the entire work of 

business is divided into many departments. The work of every department is further 

subdivided into sub works. 

(2) Coordination: 

Under organization different persons are assigned different works but the aim of all these 

persons happens to be the same the attainment of the objectives of the enterprise. 

Organization ensures that the work of all the persons depends on each other’s work even 

though it happens to be different. Hence, it helps in establishing coordination. 

(3) Plurality of Persons: 

Organization is a group of many persons who assemble to fulfill a common purpose. An 

individual cannot create an organization. 

(4) Common Objectives: 

There are various parts of an organization with different functions to perform but all 

move in the direction of achieving a general objective. 

(5) Organization is a Machine of Management: 

Organization is considered to be a machine of management. It is that machine in which 

no part can afford to be ill- fitting or non-functional. In other words, if the division of 

work is not done properly or posts are not created correctly the whole system of 

management collapses. 

1.4. Organization Types: 

The term organization has been defined in several ways. An Organization can be 

defined as a stable, formal social structure that uses resources and produces them to 

produce output. This output could be a physical product .Leavitt (1962) defined 

Organization as a specific configuration of structure, people, task and techniques. 

Structure describes the form of departments, hierarchy and committees. It influences the 

organization’s efficiency and effectiveness. People refer to the skills, attitudes and 

social interaction of the members of the organization. Task refers to the goals of the 

individual and the organization. Techniques refer to the methodical approach used to 



perform tasks. Organizational structure thus refers to the institutional arrangements and 

mechanisms for mobilizing human, physical, financial and information resources at all 

levels of the system. Organization is also defined as a system incorporating a set of sub-

systems (Katz and Kahn, 1978). These sub-systems are related group of activities, which 

are performed to meet the objectives of the organization. Numerous theorists have 

viewed organization differently. However, all definitions usually contain five common 

characteristics. 

 Composed of individuals and groups of individuals; 

 Oriented towards achieving common goals; 

 Differential functions; 

 Intended rational coordination, and 

 Continuity through time. 

Organizations at a macro level can be divided in three types 

 Extraction, 

 Manufacturing including Construction, and 

 Services 

These three types have distinct features. Extraction organizations produce goods by 

extracting them from the earth. Examples of such organizations are Agriculture, Mining, 

Oil and Gas exploration and producing companies. The manufacturing organizations 

produce goods by conversion or by processing of one type of goods designated as raw 

materials into other type of goods designated as finished goods. Examples of this type 

are Car manufacturing, Fertilizer manufacturing, pharmaceutical and drug 

manufacturing companies etc. The service organizations do not produce any tangible 

goods but produce services only. Services are intangible items having no shape or 

colour. Banking, Insurance, Transportation, Universities, Hospitals, Management 

Consultancy, Legal Firms etc. are example of these types of organizations. These three 

types of organizations have quite distinct structure, characteristics and functions. 

Within each of the above three macro level classification for Types of organizations, 

further classification is required to be based on the Industries for example, 

Engineering Industry, Chemical Industry, Food Industry, Banking and Finance etc. 

Each Industry provides its own environment, technologies, skill sets, specialization, 

culture and business processes to the organizations in its ambit. Table 1 shows three 

basic types of organizations and various industries covered in these. 

  

It is interesting to note that sometimes three types of organizations may be part of a 

single Industry and may form one organization. Steel Authority of India is one such 

example, which deals with not only mining and manufacturing but also trading of the 

product manufactured. 



 

 

 

 

 

             TABLE 1: SUMMARY OF ORGANIZATION TYPES AND INDUSTRIES 

   

S.NO 
 

TYPE OF ORGANIZATION 
 

S.NO 
 

TYPE OF ORGANIZATION 

 

1.0  

1.1  

1.2  

 

2.0  

2.1  

2.2  

2.3 

 

 

3.0  

3.1  

3.2  

3.3  

Extraction  

Agriculture  

Mining (including Oil & 

Gas)  

 

Manufacturing & Construction 

Process / Chemical  

Engineering  

House Building 

 

Services  

Transport  

Communication  

Government (Central & State)  

3.4  

 

3.5  

 

3.6  

 

3.7  

 

3.8  

 

3.9  

 

3.10  

 

3.11  

 

3.12  

 

3.13  

 

3.14  

Finance and Insurance  

 

Wholesale Trade  

 

Retail trade  

 

Information Technology  

 

Health & Welfare  

 

Education  

 

Real Estate  

 

Sports and Recreation  

 

Travel & Tourism  

 

Social  

 

Others  

 

 

 

 

 

 

 

 

 

 



1.5. Organization Structure  

All managers must bear that there are two organizations they must deal with-one formal 

and the other informal. The formal organization is usually delineated by an organizational 

chart and job descriptions. The official reporting relationships are clearly known to every 

manager. Formal organizational structures are categorized as: 

 

(i) Line organizational structure. 

(ii) Staff or functional authority organizational structure. 

(iii) Line and staff organizational structure. 

(iv) Committee organizational structure. 

(v) Divisional organizational structure. 

(vi) Project organizational structure. 

(vii) Matrix organizational structure and 

(viii) Hybrid organizational structure 

These organizational structures are briefly described in the following paragraphs: 

 

1. Line Organizational Structure: 

A line organization has only direct, vertical relationships between different levels in the 

firm. There is only line departments-departments directly involved in accomplishing the 

primary goal of the organization. For example, in a typical firm, line departments include 

production and marketing. In a line organization authority follows the chain of command. 



 

2. Staff or Functional Authority Organizational Structure 

The jobs or positions in an organization can be categorized as: 

(i) Line position: 

A position in the direct chain of command that is responsible for the achievement of an 

organization’s goals and 

(ii) Staff position: 

A position intended to provide expertise, advice and support for the line positions. 

The line officers or managers have the direct authority (known as line authority) to be 

exercised by them to achieve the organizational goals. The staff officers or managers 

have staff authority (i.e., authority to advice the line) over the line. This is also known as 

functional authority. 

An organization where staffs departments have authority over line personnel in narrow 

areas of specialization is known as functional authority organization.  



 

 

3. Line and Staff Organizational Structure: 

Most large organizations belong to this type of organizational structure. These 

organizations have direct, vertical relationships between different levels and also 

specialists responsible for advising and assisting line managers. Such organizations have 

both line and staff departments. Staff departments provide line people with advice and 

assistance in specialized areas (for example, quality control advising production 

department). 

 



 

 

4. Divisional Organizational Structure:  

In this type of structure, the organization can have different basis on which departments 

are formed. They are: 

(i) Function, 

(ii) Product, 

(iii) Geographic territory, 

(iv) Project and 

(iv) Combination approach 



 

5. Project Organizational Structure: 

The line, line and staff and functional authority organizational structures facilitate 

establishment and distribution of authority for vertical coordination and control rather 

than horizontal relationships. In some projects (complex activity consisting of a number 

of interdependent and independent activities) work process may flow horizontally, 

diagonally, upwards and downwards. The direction of work flow depends on the 

distribution of talents and abilities in the organization and the need to apply them to the 

problem that exists. The cope up with such situations, project organizations and matrix 

organizations have emerged. 

 

 

6. Matrix Organizational Structure: 



It is a permanent organization designed to achieve specific results by using teams of 

specialists from different functional areas in the organization.  

 

7. Hybrid Organizational Structure: 

 

This type of structure is used by multinational companies operating in the global 

environment, for example, International Business Machines USA. This kind of structure 

depends on factors such as degree of international orientation and commitment. 

Multinational corporations may have their corporate offices in the country of origin and 

their international divisions established in various countries reporting to the CEO or 

president at the headquarters. The international divisions or foreign subsidiaries may be 

grouped into regions such as North America, Asia, and Europe etc. and again each region 

may be subdivided into countries within each region. 

While the focus is on international geographic structures, companies may also choose 

functional or process or product departmentation in addition to geographic pattern while 

at the head quarter’s the departmentation may be based on function. 



 

Activity 1 

Answer the following:  

(i) What are the types of organizations at macro level? What is the distinctive 

feature for each of these types?  

…………………………………………………………………………….  

…………………………………………………………………………….  

…………………………………………………………………………….  

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

            (ii) What are the six key elements required for designing an organizational 

structure?  

…………………………………………………………………………….  

…………………………………………………………………………….  

…………………………………………………………………………….  

 

 

 



1.6. Organization and Management: 

Organization and management are twin terms that go side by side with each other and 

each one needs others support .Organizations will be inert and useless if there is no 

management that steers it. Management will be hallow and useless if there is no 

organization to manage it. In a globalized world, operating companies and organizations 

has become an increasingly complex task. Managers must be able to coordinate a variety 

of contradicting goals. These goals include such themes as controllability vs. flexibility, 

strategic competition vs. cooperation, and personnel inspiring vs. personnel diversity. 

 

 

The key tasks of Management and Organization are to study both the control mechanisms 

of organizations and the human dimension entwined in them. Relationships between 

people and groups create change, irrationality and unpredictability, which companies 

need to face in their everyday operations. Management and Organization aspires to 

understand, describe and explain these evolving challenges. 

 

The discipline of Management and Organization has a broad and multidisciplinary base. 

It studies companies’ operations in a broad cultural and economic context. In our 

department the main areas of interest are leadership and management, human resource 

management, organizing, and strategic management. 

 

1.7. Management definition:  

Management is a universal phenomenon which is very popular and widely used term. All 

organizations - business, political, cultural or social are involved in management because 

it is the management which helps and directs the various efforts towards a definite 

purpose. According to Harold Koontz, “Management is an art of getting things done 

through and with the people in formally organized groups. It is an art of creating an 

environment in which people can perform and individuals and can co-operate towards 

attainment of group goals”. According to F.W. Taylor, “Management is an art of knowing 

what to do, when to do and see that it is done in the best and cheapest way”. 

Management is a purposive activity. It is something that directs group efforts towards the 

attainment of certain pre - determined goals. It is the process of working with and through 

others to effectively achieve the goals of the organization, by efficiently using limited 

resources in the changing world. Of course, these goals may vary from one enterprise to 

another. E.g.: For one enterprise it may be launching of new products by conducting 

market surveys and for other it may be profit maximization by minimizing cost. 



Management involves creating an internal environment: - It is the management which 

puts into use the various factors of production. Therefore, it is the responsibility of 

management to create such conditions which are conducive to maximum efforts so that 

people are able to perform their task efficiently and effectively. It includes ensuring 

availability of raw materials, determination of wages and salaries, formulation of rules & 

regulations etc. 

It is very difficult to give a precise definition of the term management. Different 

management authors have viewed management from their own angles moreover, during 

the evolutionary process of management different thinkers laid emphasis on different 

expects. 

Management guru, Peter Drucker, says the basic task of management includes both 

marketing and innovation. According to him, “Management is a multipurpose organ that 

manages a business and manages managers, and manages workers and work.”  

Harold Koontz defined management as “the art of getting things done through and with 

people in formally organized groups.”  

All these definitions place an emphasis on the attainment of organizational 

goals/objectives through deployment of the management process (planning, organizing, 

directing, etc.) for the best use of organization’s resources. Management makes human 

effort more fruitful thus effecting enhancements and development. 

1.8. Management Functions:  

Management has been described as a social process involving responsibility for 

economical and effective planning & regulation of operation of an enterprise in the 

fulfillment of given purposes. It is a dynamic process consisting of various elements and 

activities. These activities are different from operative functions like marketing, finance, 

purchase etc. Rather these activities are common to each and every manger irrespective 

of his level or status. 

Different experts have classified functions of management. According to George & Jerry, 

“There are four fundamental functions of management i.e. planning, organizing, actuating 

and controlling”. 

According to Henry Fayol, “To manage is to forecast and plan, to organize, to command, 

& to control”. Whereas Luther Gullick has given a keyword ’POSDCORB’ where P 

stands for Planning, O for Organizing, S for Staffing, D for Directing, Co for Co-

ordination, R for reporting & B for Budgeting. But the most widely accepted are 

functions of management given by KOONTZ and O’DONNEL 

i.e. Planning, Organizing, Staffing, Directing and Controlling. 



For theoretical purposes, it may be convenient to separate the function of management 

but practically these functions are overlapping in nature i.e. they are highly inseparable. 

Each function blends into the other & each affects the performance of others. 

 

1. Planning 

It is the basic function of management. It deals with chalking out a future course 

of action & deciding in advance the most appropriate course of actions for 

achievement of pre-determined goals. According to KOONTZ, “Planning is 

deciding in advance - what to do, when to do & how to do. It bridges the gap from 

where we are & where we want to be”. A plan is a future course of actions. It is 

an exercise in problem solving & decision making. Planning is determination of 

courses of action to achieve desired goals. Thus, planning is a systematic thinking 

about ways & means for accomplishment of pre-determined goals. Planning is 

necessary to ensure proper utilization of human & non-human resources. It is all 

pervasive, it is an intellectual activity and it also helps in avoiding confusion, 

uncertainties, risks, wastages etc. 

2. Organizing 

It is the process of bringing together physical, financial and human resources and 

developing productive relationship amongst them for achievement of 

organizational goals. According to Henry Fayol, “To organize a business is to 

provide it with everything useful or its functioning i.e. raw material, tools, capital 

and personnel’s”. To organize a business involves determining & providing 

http://www.managementstudyguide.com/planning_function.htm
http://www.managementstudyguide.com/organizing_function.htm


human and non-human resources to the organizational structure. Organizing as a 

process involves: 

 Identification of activities. 

 Classification of grouping of activities. 

 Assignment of duties. 

 Delegation of authority and creation of responsibility. 

 Coordinating authority and responsibility relationships. 

3. Staffing 

It is the function of manning the organization structure and keeping it manned. 

Staffing has assumed greater importance in the recent years due to advancement 

of technology, increase in size of business, complexity of human behavior etc. 

The main purpose o staffing is to put right man on right job i.e. square pegs in 

square holes and round pegs in round holes. According to Kootz & O’Donell, 

“Managerial function of staffing involves manning the organization structure 

through proper and effective selection; appraisal & development of personnel to 

fill the roles designed the structure”. Staffing involves: 

 Manpower Planning (estimating man power in terms of searching, choose 

the person and giving the right place). 

 Recruitment, Selection & Placement. 

 Training & Development. 

 Remuneration. 

 Performance Appraisal. 

 Promotions & Transfer. 

4. Directing 

It is that part of managerial function which actuates the organizational methods to 

work efficiently for achievement of organizational purposes. It is considered life-

spark of the enterprise which sets it in motion the action of people because 

planning, organizing and staffing are the mere preparations for doing the work. 

Direction is that inert-personnel aspect of management which deals directly with 

influencing, guiding, supervising, motivating sub-ordinate for the achievement of 

organizational goals. Direction has following elements: 

 Supervision 

 Motivation 

 Leadership 

 Communication 

http://www.managementstudyguide.com/staffing-function.htm
http://www.managementstudyguide.com/manpower-planning.htm
http://www.managementstudyguide.com/training-and-development.htm
http://www.managementstudyguide.com/employee-remuneration.htm
http://www.managementstudyguide.com/performance-appraisal.htm
http://www.managementstudyguide.com/directing_function.htm
http://www.managementstudyguide.com/what_is_motivation.htm
http://www.managementstudyguide.com/leadership_basics.htm
http://www.managementstudyguide.com/understanding-communication.htm


Supervision- implies overseeing the work of subordinates by their superiors. It is 

the act of watching & directing work & workers. 

Motivation- means inspiring, stimulating or encouraging the sub-ordinates with 

zeal to work. Positive, negative, monetary, non-monetary incentives may be used 

for this purpose. 

Leadership- may be defined as a process by which manager guides and influences 

the work of subordinates in desired direction. 

Communications- is the process of passing information, experience, opinion etc 

from one person to another. It is a bridge of understanding. 

5. Controlling 

It implies measurement of accomplishment against the standards and correction of 

deviation if any to ensure achievement of organizational goals. The purpose of 

controlling is to ensure that everything occurs in conformities with the standards. An 

efficient system of control helps to predict deviations before they actually occur. 

According to Theo Haimann, “Controlling is the process of checking whether or not 

proper progress is being made towards the objectives and goals and acting if 

necessary, to correct any deviation”. According to Koontz & O’Donell “Controlling 

is the measurement & correction of performance activities of subordinates in order to 

make sure that the enterprise objectives and plans desired to obtain them as being 

accomplished”. Therefore controlling has following steps: 

a. Establishment of standard performance. 

b. Measurement of actual performance. 

c. Comparison of actual performance with the standards and finding out 

deviation if any. 

d. Corrective action. 

1.9. Management functions : A Case of  Coca-Cola Company 

Planning 

The vision of the Coca-Cola Corporation is to become the biggest and the best anchor 

bottler in the world and its mission is to refresh everyone which guides its management 

team in the planning process. 

The top management of the company engages in formulating five year longer term plans 

as well as shorter term planning for the next year or so. The idea behind this type of 

http://www.managementstudyguide.com/controlling_function.htm


planning is to have a strategic vision extending over a longer period as well as a flexible 

and adaptive strategy to change according to the imperatives of its external environment. 

Apart from this strategic planning, the top management at Coca-Cola also engages in 

tactical planning in consultation with the middle management who in turn acts on the 

feedback from the salespersons on the ground. 

The planning at Coca-Cola entails setting targets for all employees at all levels that are 

periodically reviewed for either success or failure in meeting the targets and in case of the 

latter, feedback is sought from the managers and the employees who have failed to meet 

the targets about the reasons for the same. This is then incorporated into the decision 

making loop so that the next year’s plan can address and redress the shortcomings as well 

as set new targets taking into account these aspects. 

An example of how planning at Coca-Cola works can be gauged from this year’s target 

for the managers to increase sales by 20% over last year’s target and increase the total 

customer based by 10%. 

This is the micro level planning which is complemented by the macro level planning 

which can be seen from the objectives of increasing market share ranging from 5 to 30% 

for the middle management in the various markets in which it operates. Further, there are 

operational goals which are set for the salespersons on the ground and which are to do 

with the point of sale and the other front end supply chain interfacing roles to actualize 

coordination and cooperation among the partners, bottlers, vendors, and distributors. 

Organizing 

Coca-Cola follows the decentralization within centralization model of organizing itself. 

This means that while the global headquarters retains its overall decision making, the 

corporation is divided into regions and geographical territories in which it operates. 

These regional divisions are then organized into the functional departments which in its 

case comprise the Production, Industrial Relations, Sales and Marketing, and Human 

Resources departments. 

The key to understanding the organizing function at Coca-Cola is to recognize that 

employees with similar skills and common work functions are grouped together. This 

helps the company avoid redundancies in problem solving processes as well as bestowing 

a certain functional autonomy at all levels. 

Further, the organizing function at Coca-Cola follows the maxim of the span of control 

not exceeding five direct reports which means that no employee has more than five others 

reporting to him or her. Having said that, it must be noted that there is cross functional 



reporting as well which is in the case of the managers and the functional heads reporting 

to the other divisional heads in addition to the country heads. 

Moreover, the managers at all levels are afforded a high degree of autonomy which 

empowers them to decide according to the specific local needs. 

Finally, the organizational structure is such that redundant layers in the hierarchy are 

eliminated and the layers of direct and dotted line reporting ensure that information flows 

through the organization without the clogging of the organizational arteries due to 

bureaucratic mindsets as well as blockages due to communication gaps. 

The overall responsibility for each country or region is with the country or regional head 

and the functional heads under him or her also report to the global functional heads. 

Similarly, the responsibilities are clearly defined which means that accountability is taken 

care of as is the aspect of transparency. 

Leading 

Though Coca-Cola is organized around geographical regions and then the various 

departments for each region, the company emphasizes the importance of transformative 

leadership at both the Global and the Local levels. 

This means that local managers and the heads of departments in addition to the Country 

Heads in the various markets that the company operates in are free to decide on the 

appropriate strategies for their territories as long as they conform to the global norms and 

global culture that permeates the organization. This decentralization within centralization 

is the hallmark of the Global approach which has been stated in the thesis. 

Apart from this, the leadership at Coca-Cola believes in a democratic and laissez faire 

approach to leading which is necessary considering the business it is in which is heavily 

dependent on both the macro level vision and mission that need to be translated and 

transformed into micro level execution. 

Typically, the General Manager is at the top of the regional hierarchy who in turn reports 

to the country head. These general managers have other managerial subordinates such as 

the ones referenced for this article who have mentioned how the organization practices 

behavioral leadership that is based on acting on the specifics of the situation at the micro 

level. 

The managerial styles of these managers also follow the incentive based system for 

actualizing peak performance from the salespersons. In this system, monetary and non 

monetary incentives are provided to the salespersons to motivate them and make them 

meet or even exceed their sales targets. 



The monetary incentives include pay hikes, bonuses, and commissions based on the sales 

achieved whereas the non-monetary incentives include vouchers for vacations, travel, and 

discounted holiday packages for the employee and his or her immediate family. 

Controlling 

The controlling function in Coca-Cola is done through periodic reviews of managerial 

and salespersons performance. Towards this end, an appraisal system based on objective 

evaluation of whether the employee being appraised has met his or her targets forms the 

backbone of the controlling function in the company. 

Though managerial performance goes beyond evaluation of targets and their compliance 

as the managers typically perform other roles such as people management and strategic 

planning, the salespersons are appraised based on the Sales Person’s reporting system and 

the Sales Person’s evaluation system. 

The former tracks the activities of the salesperson on a daily basis whereas the latter is 

done according to the appraisal cycle and the results of which are used to determine 

promotions, bonuses, and other incentives. The evaluation period is usually a year for 

sales managers whereas it is a quarterly cycle for the market development roles, and a 

monthly cycle for the salespersons. 

Apart from these performance measures, the employees are also evaluated according to 

their contribution to the actualization of the overall goals of the organization as well as on 

their soft skills including communication, people management, coordination, and service 

quality. 

Further, the controlling function also ensures that a performance development plan is 

prepared which takes into account the salespersons meeting the targets such as growth in 

sales, market development, and completion of customer and partner calls including 

conversion of cold calling, attendance, and the punctuality of the salesperson. 

The key point to note about Coca-Cola’s controlling function is that it follows a Glocal 

approach wherein the performance measures vary according to the local conditions of the 

markets in which it operates. 

1.10. Management Styles: 

The art of getting employees together on a common platform and extracting the best out 

of them refers to effective organization management. 

Management plays an important role in strengthening the bond amongst the employees 

and making them work together as a single unit. It is the management’s responsibility to 



ensure that employees are satisfied with their job responsibilities and eventually deliver 

their level best. 

The management must understand its employees well and strive hard to fulfill their 

expectations for a stress free ambience at the workplace. 

What is Management Style? 

Every leader has a unique style of handling the employees (Juniors/Team). The various 

ways of dealing with the subordinates at the workplace is called as management style. 

The superiors must decide on the future course of action as per the existing culture and 

conditions at the workplace. The nature of employees and their mindsets also affect the 

management style of working. 

Different Management Styles 

1. Autocratic Style of Working 

 In such a style of working, the superiors do not take into consideration the 

ideas and suggestions of the subordinates. 

 The managers, leaders and superiors have the sole responsibility of taking 

decisions without bothering much about the subordinates. 

 The employees are totally dependent on their bosses and do not have the 

liberty to take decisions on their own. 

 The subordinates in such a style of working simply adhere to the 

guidelines and policies formulated by their bosses. They do not have a say 

in management’s decisions. 

 Whatever the superiors feel is right for the organization eventually 

becomes the company’s policies. 

 Employees lack motivation in autocratic style of working. 

2. Paternalistic Style of Working 

 In paternalistic style of working, the leaders decide what is best for the 

employees as well as the organization. 

 Policies are devised to benefit the employees and the organization. 

 The suggestions and feedback of the subordinates are taken into 

consideration before deciding something. 

 In such a style of working, employees feel attached and loyal towards their 

organization. 

 Employees stay motivated and enjoy their work rather than treating it as a 

burden. 

3. Democratic Style of Working 



 In such a style of working, superiors welcome the feedback of the 

subordinates. 

 Employees are invited on an open forum to discuss the pros and cons of 

plans and ideas. 

 Democratic style of working ensures effective and healthy communication 

between the management and the employees. 

 The superiors listen to what the employees have to say before finalizing on 

something. 

4. Laissez-Faire Style of Working 

 In such a style of working, managers are employed just for the sake of it 

and do not contribute much to the organization. 

 The employees take decisions and manage work on their own. 

 Individuals who have the dream of making it big in the organization and 

desire to do something innovative every time outshine others who attend 

office for fun. 

 Employees are not dependent on the managers and know what is right or 

wrong for them. 

5. Management by Walking Around Style of Working 

 In the above style of working, managers treat themselves as an essential 

part of the team and are efficient listeners. 

 The superiors interact with the employees more often to find out their 

concerns and suggestions. 

 In such a style of working, the leader is more of a mentor to its 

employees and guides them whenever needed. 

 The managers don’t lock themselves in cabins; instead walk around to find 

out what is happening around them. 

Activity 2  

Answer the following:  
((i) What are the five most acceptable levels of management styles?  

…………………………………………………………………………….  

……………………………………………………………………………. 

 

1.11. Summary  

This completes the discussion regarding organizations overview, and the management 

functions and the fundamentals and types of organizations as well as diversities and 

similarities in various organizations. These concepts are essential to be understood and 

addressed for information system design.  



With the increase in competition and globalization each organization desires to carry out 

more and more of its functionality with use of managerial functions with Information 

technology to enhance productivity. Therefore, students are advised to read 

supplementary material covering case studies.  

1.12. Self assessment test:  

1. Determine an organization structure of a MNC company 

2. Give Example to Line and Staff organization 

3. How can you solve the conflict between line and staff officers 

4. Give example to a successful manager of your own 

5. Is organizational environment influences Management of an Organization? 

1.13. Essay  Short Answer and Multiple choice  Questions 

Essay Questions: 

1. What is an organization? And also explain its characteristics. 

2. What are the various types of organizations? 

3. Explain the functions of Management 

4. Describe the management Styles 

Short Answer Questions: 

1. Define Management 

2. Differentiate organization with management 

3. What is Hybrid organizational structure 

4. Explain the management function of Organizing in detail 

Multiple choice questions: 

1.Organization establishes relationship between 

 

(A) People, work and resources 

(B) Customer, work and resources 

(C) People, work and management 

(D) Customer, work and management 

Ans : A 



1. Organization is a process of 

 
 Identifying and grouping of work to be performed 

(B) Defining and delegating the responsibility and authority 

(C) Both ‘A’ and ‘B’ 

(D) None of the above 

Ans: C 

2. Responsibility always flows from 

 

(A) Superior to subordinate 

(B) Subordinate to superior 

(C) Both ‘A’ and ‘B’ 

(D) None of the above 

Ans: B 

3. Authority always flows from 

(A) Superior to subordinate 

(B) Subordinate to superior 

(C) Both ‘A’ and ‘B’ 

(D) None of the above 

Ans:A 

4. The following is not a principle of organization 

(A) Principle of exception 

(B) Principle of balance 

(C) Principle of complexity 

(D) Principle of co-ordination 

Ans: C 



5. Top management works on 

A. strategic plan 

B. corporate plan 

C. budgeting 

D. both A & B 

Ans: A 
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 LESSON – 2 : LEADERSHIP :  SIGNIFICANCE AND ROLE 

 

Objectives. 

This course is aimed to provide a comprehensive knowledge to the readers in the following 

aspects: 

 Depicts the importance of leadership in the business organisations 

 Describes about the various traits and different leadership styles 

 Discloses about the situational approaches to the leadership 

 Explains about the major functions of a leaders and leadership skills 

 

Course Structure 

1.0 Objectives 

1.1 Introduction 

1.2 Importance of Leadership and Definition 

1.3 Traits and Approaches to Leadership 

1.4 Role of a leader 

1.5 Qualities of leader 

1.6  Functions of Leadership 

1.7 Leadership  in Management 

1.8 Leader VS Manager 

1.9 Authority VS Leadership 

  1.10. Organisational Leadership 

1.10 leadership Skills 

  1.12. Summary  

   1.13Self-assessment Test 

1.14. Essay  Short Answer Multiple choice Questions 

1.15.Further Readings/ References  



 

1.1. Introduction:  

In the context of business organisations, leadership is a usual term which is easy to portray but 

can be hard to implement. The person who is able to lead the team is considered as the leader 

and this leadership phenomenon can be found everywhere for instance in our families, among 

friends and relatives, at the workplace or within the nation. To be a good leader, one needs to 

acquire certain characteristics, which have come to learn through their own experiences.  This 

chapter would provide the insights on the importance of leadership and leadership behaviour. 

The focal of this chapter is to discuss and analyse the various styles of leadership, roles and 

functions of leadership and leadership skills. The topics which are above mentioned are 

increasingly being recognised as crucially needed for today's changing and demanding health 

organisations.  

1.2. Importance of leadership and definition:  

The concept of leadership is ubiquitous not only in the business organisations but also exists in 

the various aspects such as in nations, families, games in fact in our routine life too. Leadership 

is meant to inspiring, directing, coordinating, motivating, and mentoring individuals, and/or 

organisations. With respect to leadership, leaders in an organisation aimed to increase the 

productivity of employees and the organisational performance. However, the leadership 

influences greatly in the following aspects: 

a) Right Direction: 

Every organisation comprises with certain objectives. To attain these objectives, the efforts and 

the activities of the organisation must be in the right direction. Direction of the activities is 

effected through leadership. In other words, effective leadership directs the activities of an 

organisation towards the achieving the organisational goals. 

 

b) Motivation: 

The effective leadership provides a good motivation to the individual employees and to the 

groups which can motivates for the higher productivity in the business organisations. 

c) Confidence: 

The appropriate leadership directs the workforce of the organisation in the right direction. This 

act will fill the confidence among all the stake holders of the business organisation. 

d) High Morale: 



The good leadership augments the morale of the employees of the business organisations. 

Further, this contributes for higher productivity in the organisation. 

e) Team spirit: 

Effective leadership endorses team-spirit and promotes the teamwork which is rather essential 

for the accomplishment of organisations. 

f) Initiative: 

The appropriate leadership in the organisations provokes the skill of initiation among the 

workforce of the organisation.  

g) Flexible to change: 

The good leadership in the organisations creates a flexible environment which can eradicate the 

feeling of rigid to change. This motivates the employees to be more flexible and act according to 

the changes of the organisation. 

Definition of Leadership: 

According to Peter F Drucker "A leader is someone who has followers." To gain followers it is 

required to influence but doesn't exclude the lack of integrity in achieving. Indeed, it is also 

argued that several of the world's greatest leaders have lacked integrity and have adopted values 

that would not be shared by many people today. Hence, it is defined the leadership as 

"Leadership is a function of knowing our self, having a vision that is well communicated, 

building trust among colleagues, and taking effective action to realize our own leadership 

potential." 

1.3. Leadership skills:  

The prevailed excessive competition in the business environment make the organisations to look 

in to each and every nuke and corner to search for the possibilities for the growth and 

development o the organisations. In this context, the business organisations focused on the 

effective framework of the leadership. The following are considered as the fundamental 

characteristics of a good leader. They are presented as mentioned below:  

 Emotional stability. Good leaders must be capable to tolerate frustration and stress. 

Overall, they must be well-adjusted and have the psychological maturity to deal with 

anything they are required to face. 

 Dominance. Leaders are often times competitive and decisive and usually enjoy 

overcoming obstacles. Overall, they are assertive in their thinking style as well as their 

attitude in dealing with others. 



 Enthusiasm. Leaders are usually seen as active, expressive, and energetic. They are often 

very optimistic and open to change. Overall, they are generally quick and alert and tend 

to be uninhibited. 

 Conscientiousness. Leaders are often dominated by a sense of duty and tend to be very 

exacting in character. They usually have a very high standard of excellence and an 

inward desire to do one's best. They also have a need for order and tend to be very self-

disciplined. 

 Social boldness. Leaders tend to be spontaneous risk-takers. They are usually socially 

aggressive and generally thick-skinned. Overall, they are responsive to others and tend to 

be high in emotional stamina. 

 Tough-mindedness. Good leaders are practical, logical, and to-the-point. They tend to be 

low in sentimental attachments and comfortable with criticism. They are usually 

insensitive to hardship and overall, are very poised. 

 Self-assurance. Self-confidence and resiliency are common traits among leaders. They 

tend to be free of guilt and have little or no need for approval. They are generally secure 

and free from guilt and are usually unaffected by prior mistakes or failures. 

 Compulsiveness. Leaders were found to be controlled and very precise in their social 

interactions. Overall, they were very protective of their integrity and reputation and 

consequently tended to be socially aware and careful, abundant in foresight, and very 

careful when making decisions or determining specific actions.  

Approaches to Leadership: 

There are different approaches to the leadership, among them the important approaches are as 

follows: 

 Position based leadership 

 Person based leadership 

 Result based leadership 

 Process based leadership 

1. Position based leadership 

Position-based leadership is a phenomenon where people operate that makes them as leaders. 

This view usually takes the form of authority in a formal hierarchy. For instance, the general or 

CEO. This definition implies that the character of the leader is less important than their position. 

2. Person based leadership 



This definition of leadership emphasises on the importance of the person’s character. Person-

based — or character-based — leadership says it is the person that makes him/her a leader. 

3. Result based Leadership 

Results-based leadership focuses on what leaders do and the more emphasis is on the results 

rather than the persons and their characteristics. 

4. Process based Leadership 

The process-based definition of leadership considers the relationship between leader and 

practice. It is what leaders do that matters. 

Activity 1 

Answer the following: 

Interview a representative sample of managers in an organization and try to find' out  their 

preference for various managerial approaches 
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1.4. Role of a Leader: 

Following are the main roles of a leader in an organization:  

1. Required at all levels- Leadership is a function which is important at all levels of 

management. In the top level, it is important for getting co-operation in formulation of 

plans and policies. In the middle and lower level, it is required for interpretation and 

execution of plans and programmes framed by the top management. Leadership can be 

exercised through guidance and counselling of the subordinates at the time of execution 

of plans. 

2. Representative of the organization- A leader, i.e., a manager is said to be the 

representative of the enterprise. He has to represent the concern at seminars, conferences, 

https://managementstudyguide.com/management_levels.htm
https://managementstudyguide.com/management_levels.htm


general meetings, etc. His role is to communicate the rationale of the enterprise to outside 

public. He is also representative of the own department which he leads. 

3. Integrates and reconciles the personal goals with organizational goals- A leader through 

leadership traits helps in reconciling/ integrating the personal goals of the employees with 

the organizational goals. He is trying to co-ordinate the efforts of people towards a 

common purpose and thereby achieves objectives. This can be done only if he can 

influence and get willing co-operation and urge to accomplish the objectives. 

4. He solicits support- A leader is a manager and besides that he is a person who entertains 

and invites support and co-operation of subordinates. This he can do by his personality, 

intelligence, maturity and experience which can provide him positive result. In this 

regard, a leader has to invite suggestions and if possible implement them into plans and 

programmes of enterprise. This way, he can solicit full support of employees which 

results in willingness to work and thereby effectiveness in running of a concern. 

5. As a friend, philosopher and guide- A leader must possess the three dimensional traits in 

him. He can be a friend by sharing the feelings, opinions and desires with the employees. 

He can be a philosopher by utilizing his intelligence and experience and thereby guiding 

the employees as and when time requires. He can be a guide by supervising and 

communicating the employees the plans and policies of top management and secure their 

co-operation to achieve the goals of a concern. At times he can also play the role of a 

counsellor by counselling and a problem-solving approach. He can listen to the problems 

of the employees and try to solve them. 

 

1.5. Qualities of leader:  

A leader has got multidimensional traits in him who makes him appealing and effective in 

behaviour. The following are the requisites to be present in a good leader: 

1. Physical appearance- A leader must have a pleasing appearance. Physique and health are 

very important for a good leader. 

2. Vision and foresight- A leader cannot maintain influence unless he exhibits that he is 

forward looking. He has to visualize situations and thereby has to frame logical 

programmes. 

3. Intelligence- A leader should be intelligent enough to examine problems and difficult 

situations. He should be analytical who weighs pros and cons and then summarizes the 

situation. Therefore, a positive bent of mind and mature outlook is very important. 

4. Communicative skills- A leader must be able to communicate the policies and procedures 

clearly, precisely and effectively. This can be helpful in persuasion and stimulation. 

5. Objective- A leader has to be having a fair outlook which is free from bias and which does 

not reflects his willingness towards a particular individual. He should develop his own 

opinion and should base his judgement on facts and logic. 



6. Knowledge of work- A leader should be very precisely knowing the nature of work of his 

subordinates because it is then he can win the trust and confidence of his subordinates. 

7. Sense of responsibility- Responsibility and accountability towards an individual’s work is 

very important to bring a sense of influence. A leader must have a sense of responsibility 

towards organizational goals because only then he can get maximum of capabilities 

exploited in a real sense. For this, he has to motivate himself and arouse and urge to give 

best of his abilities. Only then he can motivate the subordinates to the best. 

8. Self-confidence and will-power- Confidence in him is important to earn the confidence of 

the subordinates. He should be trustworthy and should handle the situations with full will 

power). 

9. Humanist-This trait to be present in a leader is essential because he deals with human 

beings and is in personal contact with them. He has to handle the personal problems of his 

subordinates with great care and attention. Therefore, treating the human beings on 

humanitarian grounds is essential for building a congenial environment. 

10. Empathy- It is an old adage “Stepping into the shoes of others”. This is very important 

because fair judgment and objectivity comes only then. A leader should understand the 

problems and complaints of employees and should also have a complete view of the needs 

and aspirations of the employees. This helps in improving human relations and personal 

contacts with the employees. 

From the above qualities present in a leader, one can understand the scope of leadership and its 

importance for scope of business. A leader cannot have all traits at one time. But a few of them 

helps in achieving effective results. 

1.6. Functions of leadership:  

A business leader must increase shareholder value, and the public-sector leader must increase 

public value. There is a growing belief that the long-term generation of either shareholder or 

public value requires the balancing or integration of the interests of multiple stakeholders in the 

enterprise; shareholders, employees, customers or clients, suppliers, and the various communities 

within which the enterprise operates and with which it interacts. Notwithstanding this view, 

failure to satisfy shareholders is more likely than any of the others to get business leaders into 

trouble. 

To be an effective leader of either a private- or public-sector organization requires to play the 

following roles: 

 Understand and interpret the environment in which you operate; 

 Develop winning strategies; 

 Execute them brilliantly; 



 Measure the impact of your strategies systematically, adjusting strategies as 

indicated; and, Develop organizational, departmental, team and personal 

capabilities. 

Understand and interpret the environment in which the enterprise operates. 

A leader has to be able to sense what’s coming up ahead, to see opportunities that should be the 

target of action and to see threats before they materialize. And the view has to be well into the 

future. As a colleague of mine once noted, “It’s no good mistaking the edge of the rut for the 

horizon.”  

Formulate winning strategies 

If leadership is about getting results, then the role of the leader is to develop the right strategies 

to get those results — winning strategies. Businesses make money by creating value for a 

customer and then capturing some of it for themselves from what the customer pays for that 

created value. 

Strategies are much more than intentions; they describe what an organization is going to do to 

achieve a defined end as well as the ways and means that will be employed to do that. The what 

and the how are usually accompanied by strategic plans detailing who will do what, with which 

resources, by when and all the other details that allow for effective and efficient capital and 

people allocation and coordination. Since people generally follow leaders better when they 

understand why they are being asked to move in a certain direction, strategies usually provide 

cogent reasons for action. 

Execute them brilliantly 

Strategies are only valuable if they can be executed well. And execution of any plan is only 

valuable if the strategy is right. Arguing which is more important is, therefore, pointless. Both 

are critical to success. 

Unique strategies are rare. Some years ago I received a copy of the marketing strategies and 

plans of a large bank before I had signed a confidentiality agreement. A day later, I received a 

phone call from a very agitated executive asking me to return them immediately. I did so, but 

without adding that they were indistinguishable from the strategies of four other banks that I had 

reviewed in the previous three years. The competitive advantage is unlikely to come from the 

uniqueness of the strategies; far more likely, the company that executes the strategy with 

brilliance will win. 

Monitor the results and make strategic adjustments 



The perfect strategy, flawlessly executed, is the exception rather than the rule. Leaders recognize 

the probable imperfections of any plan and take care to monitor the outcomes systematically and 

thoroughly, always being prepared to make adjustments or completely change the strategy. 

The best strategies and plans incorporate measurements, but smart leaders are always alert to the 

unanticipated: the competitor who responds differently than the way you thought he would; the 

sales force that cannot recruit enough people of sufficient quality to execute the sales plan, at 

least on the preconceived schedule; the key research scientist who leaves to join a competitor; an 

unanticipated change in legislation that makes it impractical or illegal to take a certain approach 

to the marketplace; a planned merger that ran into trouble in the integration phase; a market that 

turned sour; a product that did not live up to expectation. Really effective leaders understand the 

frailty of strategic plans. They also understand that if they act promptly they can often make mid 

course corrections to plans that can put them back on track, or they may even find a superior 

solution. Furthermore, they are never blind to the idea that they may have made a mistake. In its 

early days, Dell experimented with retail outlets — briefly! Then Michael Dell realized that he 

was moving away from the direct sales channel that was the core competence of his company. 

He rapidly changed directions. 

Functions of Leadership: 

Following are the important functions of an effective leadership: 

1. Setting Goals: 

A leader is expected to perform creative function of laying out goals and policies to persuade the 

subordinates to work with zeal and confidence. 

2. Organizing: 

The second function of a leader is to create and shape the organization on scientific lines by 

assigning roles appropriate to individual abilities with the view to make its various components 

to operate sensitively towards the achievement of enterprise goals. 

3. Initiating Action: 

The next function of a leader is to take the initiative in all matters of interest to the group. He 

should not depend upon others for decision and judgment. He should float new ideas and his 

decisions should reflect original thinking. 

4. Co-Ordination: 

A leader has to reconcile the interests of the individual members of the group with that of the 

organization. He has to ensure voluntary co-operation from the group in realizing the common 

objectives. 



5. Direction and Motivation: 

It is the primary function of a leader to guide and direct his group and motivate people to do their 

best in the achievement of desired goals, he should build up confidence and zeal in the work 

group. 

6. Link between Management and Workers: 

A leader works as a necessary link between the management and the workers. He interprets the 

policies and programmes of the management to his subordinates and represents the subordinates’ 

interests before the management. He can prove effective only when he can act as the true 

guardian of the interests of his subordinates. 

1.6 Leadership Skills 

There are a number of broad skill areas that are particularly important for leaders. The important 

skills are as follows: 

 

 Strategic thinking 

 Planning and delivery 

 People management 

 Change management 

 Communication and persuasion 

 

 

Strategic Thinking 

The best strategic thinkers see the big picture, and are not distracted by side issues or minor 

details. All their decisions are likely to be broadly based on their answer to the question ‘does 

this take me closer to where I want to be?’. They must also be able to communicate it effectively 

to their followers, which is partly why communication skills are also vital to leaders. 

Planning and Delivery 

It is important to be personally organised and motivated as a leader—and see our pages on Time 

Management and Self-Motivation for more about these areas—it is perhaps even more important 

to be able to plan and deliver for the organisation. 

People Management 



Leaders and managers both need to understand how to build and manage a team. They need to 

know how to recruit effectively, and bring people ‘on board’ through induction processes. They 

also need to understand the importance of performance management, both on a regular basis, and 

to manage poor performance. Leaders therefore need skills in working with others on a one-to-

one and group basis, and a range of tools in their armoury to deal with a wide range of 

situations. Many of these skills are also vital for managers. 

Change Management and Innovation 

Change management may seem like an odd companion to people management and 

communication, but leadership is often particularly important at times of change. A leader needs 

to understand change management in order to lead an organisation through the process. For 

instance, change management requires the creation and communication of a compelling vision. It 

also requires the change to be driven forward firmly, and leadership to make it ‘stick’ if the 

organisation is not to revert within a very short period. 

Communication 

While communication skills are important for everyone, leaders and managers perhaps need 

them even more. These skills are general interpersonal skills, not specific to leadership, but 

successful leaders tend to show high levels of skill when communicating. Good leaders tend to 

be extremely good listeners, able to listen actively and elicit information by good questioning. 

They are also likely to show high levels of assertiveness, which enables them to make their point 

without aggression, but firmly. They know how to build rapport quickly and effectively, to 

develop good, strong relationships with others, whether peers or subordinates. These skills come 

together to help to build charisma, that quality of ‘brightness’ which makes people want to 

follow a leader. 

Persuasion and Influencing 

One of the particular areas of communicating that is especially important for leaders is being 

able to persuade and influence others. Good leaders use a range of tools for this. For more, see 

our pages on Persuasion and Influencing, and Developing Persuasion Skills. 

1.7. Leadership and management: relation and differences  



Leadership and management are the terms that are often considered synonymous. It is essential 

to understand that leadership is an essential part of effective management. As a crucial 

component of management, remarkable leadership behaviour stresses upon building an 

environment in which each and every employee develops and excels. Leadership is defined as 

the potential to influence and drive the group efforts towards the accomplishment of goals. This 

influence may originate from formal sources, such as that provided by acquisition of managerial 

position in an organization. 

A manager must have traits of a leader, i.e., he must possess leadership qualities. Leaders 

develop and begin strategies that build and sustain competitive advantage. Organizations require 

robust leadership and robust management for optimal organizational efficiency. 

Differences between Leadership and Management 

Leadership differs from management in a sense that: 

1. While managers lay down the structure and delegates authority and responsibility, leaders 

provides direction by developing the organizational vision and communicating it to the 

employees and inspiring them to achieve it. 

2. While management includes focus on planning, organizing, staffing, directing and 

controlling; leadership is mainly a part of directing function of management. Leaders 

focus on listening, building relationships, teamwork, inspiring, motivating and 

persuading the followers. 

3. While a leader gets his authority from his followers, a manager gets his authority by 

virtue of his position in the organization. 

4. While managers follow the organization’s policies and procedure, the leaders follow their 

own instinct. 

5. Management is more of science as the managers are exact, planned, standard, logical and 

more of mind. Leadership, on the other hand, is an art. In an organization, if the managers 

are required, then leaders are a must/essential. 

6. While management deals with the technical dimension in an organization or the job 

content; leadership deals with the people aspect in an organization. 

7. While management measures/evaluates people by their name, past records, present 

performance; leadership sees and evaluates individuals as having potential for things that 

can’t be measured, i.e., it deals with future and the performance of people if their 

potential is fully extracted. 

8. If management is reactive, leadership is proactive. 

9. Management is based more on written communication, while leadership is based more on 

verbal communication. 

The organizations which are over managed and under-led do not perform up to the 

benchmark. Leadership accompanied by management sets a new direction and makes 



efficient use of resources to achieve it. Both leadership and management are essential for 

individual as well as organizational success. 

1.8. Leader versus manager:  

 “Leadership and manager ship are two synonymous terms” is an incorrect statement. Leadership 

doesn’t require any managerial position to act as a leader. On the other hand, a manager can be a 

true manager only if he has got the traits of leader in him. By virtue of his position, manager has 

to provide leadership to his group. A manager has to perform all five functions to achieve goals, 

i.e., Planning, Organizing, Staffing, Directing, and Controlling. Leadership is a part of these 

functions. Leadership as a general term is not related to manager ship. A person can be a leader 

by virtue of qualities in him. For example: leader of a club, class, welfare association, social 

organization, etc. Therefore, it is true to say that, “All managers are leaders, but all leaders are 

not managers.” 

A leader is one who influences the behavior and work of others in group efforts towards 

achievement of specified goals in a given situation. On the other hand, manager can be a true 

manager only if he has got traits of leader in him. Manager at all levels are expected to be the 

leaders of work groups so that subordinates willingly carry instructions and accept their 

guidance. A person can be a leader by virtue of all qualities in him. 

Leaders and Managers can be compared on the following basis: 

Basis Manager Leader 

Origin 
A person becomes a manager by 

virtue of his position. 

A person becomes a leader on basis of 

his personal qualities. 

Formal Rights 
Manager has got formal rights in an 

organization because of his status. 
Rights are not available to a leader. 

Followers 
The subordinates are the followers 

of managers. 

The group of employees whom the 

leaders leads are his followers. 

Functions 
A manager performs all five 

functions of management. 

Leader influences people to work 

willingly for group objectives. 

https://managementstudyguide.com/planning_function.htm
https://managementstudyguide.com/organizing_function.htm
https://managementstudyguide.com/directing_function.htm


Necessity 
A manager is very essential to a 

concern. 

A leader is required to create cordial 

relation between person working in 

and for organization. 

Stability It is more stable. Leadership is temporary. 

Mutual 

Relationship 
All managers are leaders. All leaders are not managers. 

Accountability 

Manager is accountable for self and 

subordinates behaviour and 

performance. 

Leaders have no well defined 

accountability. 

Concern 
A manager’s concern is 

organizational goals. 

A leader’s concern is group goals and 

member’s satisfaction. 

Followers 
People follow manager by virtue of 

job description. 

People follow them on voluntary 

basis. 

Role 

continuation 

A manager can continue in office 

till he performs his duties 

satisfactorily in congruence with 

organizational goals. 

A leader can maintain his position 

only through day to day wishes of 

followers. 

Sanctions 

Manager has command over 

allocation and distribution of 

sanctions. 

A leader has command over different 

sanctions and related task records. 

These sanctions are essentially of 

informal nature. 

 

1.9. Authority vs. leadership:  



The authority exercised is a kind of legitimate power and people follow figures exercising it, 

because their positions demand so irrespective of the person holding the position. Leaders in 

organizations and elsewhere may have formal authorities but they mostly rely on the informal 

authority that they exercise on people to influence them. Leaders are trusted for their judgment 

and respected for their expertise, integrity etc and hence followed and not because they hold a 

certain position. For e.g. M.K. Gandhi for most part did not hold any official position to lead the 

Indian freedom struggle. 

It is also important to understand that a formal authority and power emerging from it, might not 

always be able to influence people in the desired manner as; in times of crisis and difficulties 

people view it as coercion. On the other hand leadership tends to create followers out of free will 

and choice without forcing them to accept anything thrown their way. Authority rarely provides 

a scope for feedback, constructive criticism or opinions of the people on whom it is exercised 

however leaders provide ample platform to their followers to voice their thoughts and feedback. 

When dealing with adults, the sole use of authority to direct and discipline them hardly works, 

leadership provides a better approach of sharing and involving thus building rapports with 

followers and creating long term relationships. Authority can hardly make people change their 

attitudes and behaviours with lasting effects and results however a leader inspires followers 

through self modelled ways and hence leadership displays greater effectiveness in addressing 

attitudes and behaviours of people. 

Exercising authority sometimes limits the approaches to arrive at solutions for issues and 

problems while leadership encourages people to look beyond the obvious and think innovatively 

and sometimes emerge with radical solutions. 

Apart from it, the biggest difference between the two as cited by Stephen R Covey is the moral 

authority held by leaders over the followers which is absent in the case of power from authority. 

Within the organizational setup when leaders also have moral authority on their subordinates by 

establishing a synchrony in their words and actions; the rest of the structure and processes of the 

organization also get aligned to it, thus creating a robust and transparent culture. 

Authoritative way of working also encourages individuals to work in silos while in the 

organizations of today; the leaders need to have a complete picture and coordinate with other 

functions and departments as and when required. It is indeed difficult for mangers and leaders to 

move out of their circle of authority and coordinate and interact with external people. However 

the need of the hour and the more effective approach to leadership and management is when 

leaders come out of their comfort zone and move from exercising authority on a small group to 

leading the entire organization. 

Individuals, who do not rely on authority but lead people, are the ones who enjoy the privilege of 

their ideologies and thoughts practiced by later generations long after they are gone. Even with 



individuals who held positions of responsibilities, the ones who actually led their people are the 

ones remembered and followed. 

Activity 2 

Answer the Following: 

Interview several people asking them to describe situations where someone's attempt to influence 

them was successful or unsuccessful. 
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1.10. Organizational leadership:  

Organizations need strong leadership for optimum effectiveness. Leadership, as we know, is a 

trait which is both inbuilt and can be acquired also. Organizational leadership deals with both 

human psychology as well as expert tactics. Organizational leadership emphasizes on developing 

leadership skills and abilities that are relevant across the organizations. It means the potential of 

the individuals to face the hard times in the industry and still grow during those times. It clearly 

identifies and distinguishes the leaders from the managers. The leader should have potential to 

control the group of individuals. 

An ideal organizational leader should not dominate over others. He should guide the individuals 

under him, give them a sense of direction to achieve organizational goals successfully and should 



act responsibly. He should be optimistic for sure. He should be empathetic and should 

understand the need of the group members. An organizational leader should not only lead others 

individually but also manage the actions of the group. 

Individuals who are highly ambitious, have high energy level, an urge to lead, self-confidence, 

intelligence, have thorough knowledge of job, are honest and flexible are more likely to succeed 

as organizational leaders. Individuals who learn the organizational leadership develop abilities 

and skills of teamwork, effective communication, conflict resolution, and group problem solving 

techniques. Organizational leaders clearly communicate organizational mission, vision and 

policies; build employees morale, ensure efficient business operations; help employees grow 

professionally and contribute positively towards organizations mission. 

Tips for Effective Organizational Leadership 

1. A leader must lead him, only then he can lead others. He must be committed on personal 

and professional front, and must be responsible. He must be a role model for others and 

set an example for them. 

2. A leader must boost up the morale of the employees. He should motivate them well so 

that they are committed to the organization. He should be well acquainted with them, 

have concern for them and encourage them to take initiatives. This will result in more 

efficient and effective employees and ensure organizational success. 

3. A leader must work as a team. He should always support his team and respect them. He 

should not hurt any employee. A true leader should not be too bossy and should not 

consider him as the supreme authority. He should realize that he is part of the 

organization as a whole. 

Organizational leadership involves all the processes and possible results that lead to development 

and achievement of organizational goals. It includes employees’ involvement, genuineness, 

effective listening and strategic communication. 

 

1.11. Summary:  

The present chapter provides the comprehensive knowledge over the various aspects which is 

related to the basics of leadership such as definition, importance of leadership, roles and 

functions of a leader, skills required for a leader, leadership styles and leadership skills. 

1.12 Self Assessment Test 

1. Identify the importance of leadership for Educational organizations. 

2. If leadership disappear from the world imagine your answer. 



3. Identify your instinctive leadership skills. 

4. Leaders are born and not made do you support the statement? 

___________________________________________________________________________1.1

3. Essay and Short Answer questions 

Essay Questions: 

1. Define leadership and explain its importance. 

2. Explain the various functions of leadership. 

3. Analyse the Traits approaches to Leadership. 

4. What are the various tips to effective Leadership? 

5. Explain the concept of Leadership and Management and also state its differences. 

6. Describe the various leadership skills. 

Short Answer Questions: 

1. Leader VS Manager 

2. Authority VS Leadership 

3. Qualities of a good Leader 

4. Role of a leader 

5. Organisational Leadership. 

Multiple Choice Questions: 

1.Whi ch  o f  t he  fo l lowin g  fun ct ion s  o r  ac t iv i t i e s  requ i res  re c ru i t ing  a nd

 p la c ingqualified personnel needed for the organization so that it may achieve its 

objectivesand goals? 

1. Plannng 

2. Organizing’ 

3.Staffing 

4. Directing 

Ans: 3 

2. Who studied the nature of specific jobs, and broke the tasks into basic work unitswith 

the end result providing the one right way to perform the job? 

 

1. Douglas M. McGregor  

• 



2. Frederick W. Taylor 

3. Henrry L Gatt 

4. Knnotz O Donnell 

Ans:2 

 

3.Which of the following is the most common type of departmentation. 

1. customer/Market departmentation. 

2.Function  Departmentation 

3.Process Departmentation 

4. Matrix departmentation’ 

Ans: 2 

 

4. . A reporting relationship in which an employee receives orders from, and reports to, 

only one supervisor is known as: 

 

1. Line of authority.  

 

2. Centralization.  

 

3. Unity of direction.  

4. Unity of command 

Ans: 4 

5. Who is a person who advanced early scientific management principles? 

 

1. Weber 

2. Taylor 

3. Vest 

4. Fayol 

Ans: 2 
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LESSON 3: THEORIES AND STYLES OF LEADERSHIP  

OBJECTIVES 

 To know the leadership  

 To analyze different types of leadership theories Traditional, behavioral, contingency and 

modern theories. 

 To understand the qualities and skills of a leader 

 To Understand various leadership styles and their effectiveness 

STRUCTURE 

3.1 INTRODUCTION 

3.2 LEADERSHIP THEORIES 

1. Great Man Theory (1840s) 

2. Traditional Theory 

 Trait Theory (1930's - 1940's 

 Group Exchange Theory 

3. Behavioral Theories (1940's - 1950's) 

 The Managerial Grid Model / Leadership Grid 

 Role Theory 

 Likert’s Four system 

 Ohio State studies 

 University of Michigan Studies 

 Scandinavian Studies 

 Continuous Theory 

 Leader Participation Model 

4. Contingency Theories (1960's) 

 Tannenbaeumans Schmit’s Leadership Pattern 

 Fiedler’s Contingency Theory 

 Path Goal Theory 

 Hersey and Blanchard’s Life cycle 

5. Modern Theories  

 Charismatic Leadership Theories 

 Transactional Leadership Theories (1970's) 

6. Transformational Leadership Theories (1970s) 

 Leader-member Exchange (LMX) 

7. Naturalistic Theories 

8. Functional Leadership Theories 



9. Autocratic vs Participative leadership theories 

10. Moral leadership 

11. Skills Theory 

12. Servant Leadership Theory 

 

3.3 LEADERSHIP STYLES 

 

1. Servant Leader ship Style 

2. Innovative Leader ship Style 

3. Pace Setting Leader ship Style 

4. Laisse -Faire Leader ship Style 

5. Democratic Leader ship or Participative Style 

6. Authoritarian or  Autocratic Leadership Style 

7. Paternalistic Leadership Style 

8. Transactional Leader ship Style 

9. Transformational Leader ship Style 

10. Charismatic Leader ship Style 

11. Entrepreneurial Leadership style 

12. Visionary Leadership Style 
13. Employee Centered vs Production Leadership Style 

14. Bureaucratic Leadership Style 

15. Coaching as a Leadership Style 

16. The Emergent Leadership Style 

17. The Facilitation Leadership Style 

18. Followership Leadership styles 

19. Functional or Instrumental style 

20. Participate Leadership Style 

21. Team Leadership Style 

22. Situational Leadership Style 

3.4 SUMMARY 

3.5 SELF ASSESSMENT QUESTIONS 

3.6 FUTURE READINGS 

3.1 INTROUCTION 

Leadership is a process of exercising influence over an individual or a group. Effective 

leadership is necessary for inspiring the people to work for the accomplishment of objectives. It 

provides a cohesive force which holds the group intact and develops a spirit of cooperation. 

Chester Bernard viewed leadership as the quality of behavior of individuals whereby they guide 

people and their activities. A leader interprets the objectives of the people working under him 

and guides them towards achievement of those objectives. He also creates and sustains 

enthusiasm among them for superior performance. In the words of Louis A. Allen, “A leader is 

one who guides and directs other people. He gives the efforts of his followers a direction and 

purpose by influencing their behavior”. Managers at all levels must perform leadership function 

in order to lead the subordinates towards organizational goals. Leadership is the process of 



influencing the subordinates so that they cooperate enthusiastically in the achievement of group 

goals. In other words, leadership is the process by which an executive imaginatively directs, 

guides, and influences the work of others in choosing and attaining specified goals by mediating 

between the individuals and the organization in such a manner that both will obtain maximum 

satisfaction. 

3.2 LEADERSHIP THEORIES 

Just as management knowledge is supported by various theories, the leadership function of 

management too is authenticated by various theories. While the behavioral theories of leadership 

focused on discovering the constant relationship between leadership behaviors and the group 

performance, the contemporary theories emphasized the significance of situational factors (such 

as stress level, job structure, leader’s intelligence, followers’ traits, etc.) as well. 

1. Great Man theory 

The Great Man theory evolved around the mid 19th century. Even though no one was able to 

identify with any scientific certainty, which human characteristic or combination of, were 

responsible for identifying great leaders. Everyone recognized that just as the name suggests; 

only a man could have the characteristic (s) of a great leader. 

The Great Man theory assumes that the traits of leadership are intrinsic. That simply means that 

great leaders are born...they are not made. This theory sees great leaders as those who are 

destined by birth to become a leader. Furthermore, the belief was that great leaders will rise 

when confronted with the appropriate situation. The theory was popularized by Thomas Carlyle, 

a writer and teacher. Just like him, the Great Man theory was inspired by the study of influential 

heroes. In his book "On Heroes, Hero-Worship, and the Heroic in History", he compared a wide 

array of heroes. 

In 1860, Herbert Spencer, an English philosopher disputed the great man theory by affirming that 

these heroes are simply the product of their times and their actions the results of social 

conditions. 

 

                              Source: P. Subba Rao, ”Management Theory and Practice” 



TRADITIONAL THEORIES:  

Traditional Theories leadership includes Trait and Group exchange Theories of Leadership. 

2. Trait Theory (1930's - 1940's) 

The trait leadership theory believes that people are either born or are made with certain qualities 

that will make them excel in leadership roles. That is, certain qualities such as intelligence and 

scholarship, sense of responsibility, creativity, physical traits like age, health, weight, strength 

etc, personality categorized by self confidence, honesty, integrity, creativity, and imitation, social 

status and experience, task orientation and other values puts anyone in the shoes of a good 

leader. In fact, Gordon Allport, an American psychologist,"...identified almost 18,000 English 

personality-relevant terms" (Matthews, Deary & Whiteman, 2003, p. 3). 

The trait theory of leadership focused on analyzing mental, physical and social characteristic in 

order to gain more understanding of what is the characteristic or the combination of 

characteristics that are common among leaders. 

There were many shortfalls with the trait leadership theory. However, from a psychology of 

personalities approach, Gordon Allport's studies are among the first ones and have brought, for 

the study of leadership, the behavioral approach. 

• In the 1930s the field of Psychometrics was in its early years. 

• Personality traits measurement weren't reliable across studies. 

• Study samples were of low level managers 

• Explanations weren't offered as to the relation between each characteristic and its impact 

on leadership. 

• The context of the leader wasn't considered. 

Many studies have analyzed the traits among existing leaders in the hope of uncovering those 

responsible for ones leadership abilities! In vain, the only characteristics that were identified 

among these individuals were those that were slightly taller and slightly more intelligent! 

This theory postulates that people are either born or not born with the qualities that predispose 

them to success in leadership roles.  That is, that certain inherited qualities, such as personality 

and cognitive ability, are what underlie effective leadership.  There have been hundreds of 

studies to determine the most important leadership traits, and while there is always going to be 

some disagreement, intelligence, sociability, and drive (aka determination) are consistently cited 

as key qualities. 

 Activity 1:  write a note on Trait theory of leadership? 



______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

 

Group Exchange Theory 

 

The group theories of leadership have their roots in social psychology. The classic exchange 

theory in particular serves as an important basis for this approach. This means simply that the 

leader brings more benefits/rewards than burdens/costs to the followers. There must be a positive 

exchange between the leaders and followers in order for group goals to be accomplished. 

Exchange theories propose that group members make contribution at accost to themselves and 

receive benefits at a cost to the group or other members. 

 

3.  BEHAVIORAL THEORIES (1940'S - 1950'S) 

In reaction to the trait leadership theory, the behavioral theories are offering a new perspective, 

one that focuses on the behaviors of the leaders as opposed to their mental, physical or social 

characteristics. Thus, with the evolutions in psychometrics, notably the factor analysis, 

researchers were able to measure the cause an effects relationship of specific human behaviors 

from leaders. From this point forward anyone with the right conditioning could have access to 

the once before elite club of naturally gifted leaders. In other words, leaders are made not 

born.The behavioral theories first divided leaders in two categories. Those that were concerned 

with the tasks and those concerned with the people. Throughout the literature these are referred 

to as different names, but the essence are identical. 

Associated Theories 

• The Managerial Grid Model / Leadership Grid 

• Role Theory 

 

 

Blake and Mouton’s Managerial Grid 

The treatment of task orientation and people orientation as two independent dimensions was a 

major step in leadership studies. Many of the leadership studies conducted in the 1950s at the 

University of Michigan and the Ohio State University focused on these two dimensions. 

Building on the work of the researchers at these Universities, Robert Blake and Jane Mouton 

(1960s) proposed a graphic portrayal of leadership styles through a managerial grid (sometimes 

called leadership grid). The grid depicted two dimensions of leader behavior, concern for people 

(accommodating people’s needs and giving them priority) on y-axis and concern for production 

(keeping tight schedules) on x-axis, with each dimension ranging from low (1) to high (9), thus 

creating 81 different positions in which the leader’s style may fall. (See figure 1). 



 

Source: P.Subba Rao, ”Management Theory and Practice” 

The five resulting leadership styles are as follows: 

1. Impoverished Management (1, 1): Managers with this approach are low on both the 

dimensions and exercise minimum effort to get the work done from subordinates. The leader has 

low concern for employee satisfaction and work deadlines and as a result disharmony and 

disorganization prevail within the organization. The leaders are termed ineffective wherein their 

action is merely aimed at preserving job and seniority. 

2. Task management (9, 1): Also called dictatorial or perish style. Here leaders are more 

concerned about production and have less concern for people. The style is based on theory X of 

McGregor. The employees’ needs are not taken care of and they are simply a means to an end. 

The leader believes that efficiency can result only through proper organization of work systems 

and through elimination of people wherever possible. Such a style can definitely increase the 

output of organization in short run but due to the strict policies and procedures, high labour 

turnover is inevitable. 

3. Middle-of-the-Road (5, 5): This is basically a compromising style wherein the leader tries 

to maintain a balance between goals of company and the needs of people. The leader does not 

push the boundaries of achievement resulting in average performance for organization. Here 

neither employee nor production needs are fully met. 



                         

                    Source: Managementstudyguide.com/leadership-theories.htm 

4. Country Club (1, 9): This is a collegial style characterized by low task and high people 

orientation where the leader gives thoughtful attention to the needs of people thus providing 

them with a friendly and comfortable environment. The leader feels that such a treatment with 

employees will lead to self-motivation and will find people working hard on their own. However, 

a low focus on tasks can hamper production and lead to questionable results. 

5. Team Management (9, 9): Characterized by high people and task focus, the style is based 

on the theory Y of McGregor and has been termed as most effective style according to Blake and 

Mouton. The leader feels that empowerment, commitment, trust, and respect are the key 

elements in creating a team atmosphere which will automatically result in high employee 

satisfaction and production. 

Role Theory 

Role theory is a perspective in sociology and in social psychology that considers most of 

everyday activity to be the acting out of socially defined categories (e.g., mother, manager, and 

teacher). Each role is a set of rights, duties, expectations, norms and behaviors that a person has 

to face and fulfill. The model is based on the observation that people behave in a predictable 

way, and that an individual’s behavior is context specific, based on social position and other 

factors. The theatre is a metaphor often used to describe role theory. 

https://en.wikipedia.org/wiki/Sociology
https://en.wikipedia.org/wiki/Social_psychology
https://en.wikipedia.org/wiki/Role


Although the word role (or roll) has existed in European languages for centuries, as a 

sociological concept, the term has only been around since the 1920s and 1930s. It became more 

prominent in sociological discourse through the theoretical works of George Herbert 

Mead, Jacob L. Moreno, Talcott Parsons, and Ralph Linton. Two of Mead’s concepts – the mind 

and the self – are the precursors to role theory.  

Depending on the general perspective of the theoretical tradition, there are many ‘‘types’’ of role 

theory. The theory posits the following propositions about social behavior: 

1. The division of labor in society takes the form of the interaction among heterogeneous 

specialized positions that we call roles; 

2. Social roles included "appropriate" and "permitted" forms of behavior, guided by 

social norms, which are commonly known and hence determine expectations; 

3. Roles are occupied by individuals, who are called "actors"; 

4. When individuals approve of a social role (i.e., they consider the role "legitimate" and 

"constructive"), they will incur costs to conform to role norms, and will also incur costs 

to punish those who violate role norms; 

5. Changed conditions can render a social role outdated or illegitimate, in which case social 

pressures are likely to lead to role change; 

6. The anticipation of rewards and punishments, as well as the satisfaction of behaving in a 

pro-social way, account for why agents conform to role requirements. 

In terms of differences among role theory, on one side there is a more functional perspective, 

which can be contrasted with the more micro level approach of the symbolic 

integrationist tradition. This type of role theory dictates how closely related individuals’ actions 

are to the society, as well as how empirically testable a particular role theory perspective may be. 

 

Likert’s Four Systems 

Likert’s management systems are management styles developed by Rensis Likert in the 1960s. 

He outlined four systems of management to describe the relationship, involvement, and roles of 

managers and subordinates in industrial settings. He based the systems on studies of highly 

productive supervisors and their team members of an American Insurance Company. Later, he 

and Jane G. Likert revised the systems to apply to educational settings. They initially intended to 

spell out the roles of principals, students, and teachers; eventually others such as superintendents, 

administrators, and parents were included. The management systems, established by Likert, 

include "Exploitative Authoritative (System I), Benevolent Authoritative (System II), 

Consultative (System III), and Participative (System IV)." 

https://en.wikipedia.org/wiki/George_Herbert_Mead
https://en.wikipedia.org/wiki/George_Herbert_Mead
https://en.wikipedia.org/wiki/Jacob_L._Moreno
https://en.wikipedia.org/wiki/Talcott_Parsons
https://en.wikipedia.org/wiki/Ralph_Linton
https://en.wikipedia.org/wiki/Social_position
https://en.wikipedia.org/wiki/Role
https://en.wikipedia.org/wiki/Norm_(sociology)
https://en.wikipedia.org/wiki/Actors
https://en.wikipedia.org/wiki/Legitimacy_(political)
https://en.wikipedia.org/wiki/Constructive
https://en.wikipedia.org/wiki/Reinforcement
https://en.wikipedia.org/wiki/Punishment
https://en.wikipedia.org/wiki/Symbolic_interactionist
https://en.wikipedia.org/wiki/Symbolic_interactionist
https://en.wikipedia.org/wiki/Rensis_Likert


 

Source: P.Subba Rao, ”Management Theory and Practice” 

System 1 - Exploitative Authoritative: Responsibility lies in the hands of the people at the 

upper echelons of the hierarchy. The superior has no trust and confidence in subordinates. The 

decisions are imposed on subordinates and they do not feel free at all to discuss things about the 

job with their superior. The teamwork or communication is very little and the motivation is based 

on threats. 

System 2 - Benevolent Authoritative: The responsibility lies at the managerial levels but not at 

the lower levels of the organizational hierarchy. The superior has condescending confidence and 

trust in subordinates (master-servant relationship). Here again, the subordinates do not feel free 

to discuss things about the job with their superior. The teamwork or communication is very little 

and motivation is based on a system of rewards. 

System 3 - Consultative: Responsibility is spread widely through the organizational hierarchy. 

The superior has substantial but not complete confidence in subordinates. Some amount of 

discussion about job related things takes place between the superior and subordinates. There is a 

fair amount of teamwork, and communication takes place vertically and horizontally. The 

motivation is based on rewards and involvement in the job. 

System 4 - Participative: Responsibility for achieving the organizational goals is widespread 

throughout the organizational hierarchy. There is a high level of confidence that the superior has 

in his subordinates. There is a high level of teamwork, communication, and participation. 

 

Ohio State Studies 

Ohio State Leadership Studies is Behavioral Leadership Theory. Series of studies 

on leadership was done by the Ohio State University in 1945 to identify observable behaviors 

of leaders instead of focusing on their individual traits. They found two critical characteristics of 

leadership either of which could be high or low or independent of one another. The research was 

http://iedunote.com/behavioral-theory-of-leadership
https://iedunote.com/how-leadership-works-in-an-organization
http://iedunote.com/characteristics-of-charismatic-leader


based on questionnaires to leaders and subordinates of the organizations. These are known as the 

Leader Behavior Description Questionnaire (LDBQ) and the Supervisor Behavior Description 

Questionnaire (SBDQ). Ultimately, these studies narrowed the description of leader behavior 

into two dimensions: 

1. Initiating Structure Behavior: The behavior of leaders who define the leader-subordinate 

role so that everyone knows what is expected, establish formal lines of communication, and 

determine how tasks will be performed. 

2. Consideration Behavior: The behavior of leaders who are concerned for subordinates and 

attempt to establish a worm, friendly, and supportive climate. 

3. The Ohio State Leadership Studies also showed that initiating structure and consideration are 

two distinct dimensions and not mutually exclusive. A low score on one does not require a 

high score on the other. 

4. Hence, leadership behavior can be plotted on two separate axes rather than on a single 

continuum, as shown in the following diagram; 

. 
Source: Managementstudyguide.com/leadership-theories.htm 

University of Michigan Studies 

DEFINITION of 'Michigan Leadership Studies ' A well-known series of leadership studies that 

commenced at the University of Michigan in the 1950s, with the objective of identifying the 

principles and types of leadership styles that led to greater productivity and enhanced job 

satisfaction among workers. The studies concluded that an employee orientation rather than a 

production orientation, coupled with general instead of close supervision, led to better results. 

The Michigan leadership studies, along with the Ohio State University studies that took place in 

the 1940s, are two of the best-known behavioral leadership studies and continue to be cited to 

this day. 



 

Source: Managementstudyguide.com/leadership-theories.htm 

Scandinavian Studies 

Scandinavian studies is an interdisciplinary academic field of area studies, mainly in the United 

States and Germany, that covers topics related to Scandinavia and the Nordic countries, 

including languages, literatures, histories, cultures and societies. The term Scandinavia mainly 

refers to Denmark, Norway and Sweden, although the term Scandinavian in an ethnic, cultural 

and linguistic sense also refers to the peoples and languages of the Faroe Islands and Iceland, and 

the Scandinavian-speaking (that is, Swedish-speaking) minority in Finland. Scandinavian studies 

does not exist as a separate field within Scandinavia or the Nordic countries themselves, as its 

scope would be considered far too broad to be treated meaningfully within a single discipline. 

The closest related field in Scandinavia would be the more narrow discipline of Nordic 

linguistics, which covers North Germanic languages. A major focus of Scandinavian studies is 

the teaching of Scandinavian languages, especially the three large 

languages Danish, Norwegian and Swedish. 

Continuous Theory of Leadership 

Lewin, Lippitt and white suggested a continuous theory of leadership which identified three 

basic styles of leadership, i.e., autocrat, democrat and laissez-faire. Bank mangers in india used 

to adopt autocratic style before 1969. But this style proved to be ineffective after 1969 in view of 

new values, expectations, desires, cultures etc.,  

Leader Participative Model 

Democratic or participative leadership encourages participation of all members, but the final 

decision is taken by the leader. ... Autocratic leadership style allows the organization to benefit 

from the collective input provided by all employees while making decisions reasonably fast. 

Participative leaders consult others and involve them in the decision making process. They may 

make the final decision but in consulting others they are demonstrating consideration, respect for 

others and the ability to listen. The assumption behind this approach is that it tends to be 

appreciated by followers who return the favour by being loyal and committed. Participative 

leadership also develops other people and builds support for the overall direction, leading to a 

shared vision and common goals. 
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Participative leaders often also adopt a facilitative leadership style. That is, they empower and 

encourage others to take make decisions, take action and act with authority, normally within 

defined boundaries. 

4. Contingency Theories (1960's) 

The Contingency Leadership theory argues that there is no single way of leading and that every 

leadership style should be based on certain situations, which signifies that there are certain 

people who perform at the maximum level in certain places; but at minimal performance when 

taken out of their element. 

To a certain extent contingency leadership theories are an extension of the trait theory, in the 

sense that human traits are related to the situation in which the leaders exercise their leadership. 

It is generally accepted within the contingency theories that leader are more likely to express 

their leadership when they feel that their followers will be responsive. 

Associated Theories 

• Fiedler's contingency theory 

• Hersey-Blanchard Situational Leadership Theory 

• Path-goal theory 

• Vroom-Yetton-Jago decision-making model of leadership 

• Cognitive Resource Theory 

• Strategic Contingencies Theory 

This theory states that a leader’s effectiveness is contingent on how well the leader’s style 

matches a specific setting or situation.  And how, you may ask, is this different from situational 

theory?  In situational the focus is on adapting to the situation, whereas contingency states that 

effective leadership depends on the degree of fit between a leader’s qualities and style and that of 

a specific situation or context. 

 

Fiedler's Contingency Theory 

Fiedler's contingency theory is a qualification or type of contingency theory. Contingency 

theories in general state that the effectiveness of leadership depends upon the situation, and there 

are numerous factors, such as the nature of the task, leader's personality, and make-up of the 

group being led. He developed a model to predict work group effectiveness but taking into 

consideration the fit or match among the leaders style, the leader member relationship, task 

structure, the position power of a leaders. 

 



 

Source: P.Subba Rao, ”Management Theory and Practice” 

Tannenbaum and Schmidt’s Leadership Pattern 

The Tannenbaum and Schmidt Continuum recognises that the chosen leadership style depends 

on a variety of factors, including the leader's personality, the perceived qualities of subordinates. 

It also allows for "situational" factors such as the need for urgency in leadership and decision-

making. The continuum represents a range of action related to the: 

1. Degree of authority used by the leader or manager 

2. Area of freedom available to non-managers 

Four main styles of leadership are identified in the Tannenbaum and Schmidt Continuum of 

Leadership: 

 

Source: P.Subba Rao, ”Management Theory and Practice” 

 

 

 



Path-Goal Theory 

 

This theory is about how leaders motivate followers to accomplish identified objectives.  It 

postulates that effective leaders have the ability to improve the motivation of followers 

by clarifying the paths and removing obstacles to high performance and desired objectives.  The 

underlying beliefs of path-goal theory (grounded in expectancy theory) are that people will be 

more focused and motivated if they believe they are capable of high performance, believe 

their effort will result in desired outcomes, and believe their work is worthwhile. 

The theory was developed by Robert House and has its roots in the expectancy theory of 

motivation. The theory is based on the premise that an employee’s perception of expectancies 

between his effort and performance is greatly affected by a leader’s behavior. The leaders help 

group members in attaining rewards by clarifying the paths to goals and removing obstacles to 

performance. They do so by providing the information, support, and other resources which are 

required by employees to complete the task. 

House’s theory advocates servant leadership. As per servant leadership theory, leadership is not 

viewed as a position of power. Rather, leaders act as coaches and facilitators to their 

subordinates. According to House’s path-goal theory, a leader’s effectiveness depends on several 

employee and environmental contingent factors and certain leadership styles. All these are 

explained in the figure 1 below: 

 

 

             Source: Managementstudyguide.com/leadership-theories.htm 

 

Hersey and Blanchard’s life cycle/ Situational Leadership Theories 

Functional leadership is all very well but it doesn’t help us to deal with changes, different 

situations and the nature of the people being led. 



Situational theories of leadership were developed to find good ways of adapting leadership 

actions to meet the needs of different situations and circumstances. 

One classic situational model of leadership ( Hersey & Blanchard ) is concerned with identifying 

the ability (or competence) and willingness (commitment or motivation) of those being led, and 

then determining the best style of leadership to follow. Other approaches (eg, Lewin, 

Tannenbaum & Schmidt ) suggest of continuums of leadership style. 

Leadership style here refers to the broad approach adopted by a leader. A leader's style of 

leadership is often based on a leader’s own beliefs, personality, experiences, working 

environment and the situation at the time. Some leaders work within one leadership style. Others 

are more flexible and can adapt their style of leadership to meet the needs of different situations. 

This theory suggests that different situations require different styles of leadership.  That is, to be 

effective in leadership requires the ability to adapt or adjust one’s style to the circumstances of 

the situation.  The primary factors that determine how to adapt are an assessment of 

the competence and commitment of a leader’s followers.  The assessment of these factors 

determines if a leader should use a more directive or supportive style. 

 

 

Source: Managementstudyguide.com/leadership-theories.htm 



5. Modern Theories   

The modern theories of leadership includes 

 Charismatic leadership theory  

 Transformational leadership theory 

Charismatic Leadership Theory  

According to the leaders of Charismatic leaders include: self- confidence, confidence in sub 

ordinates, high expectations on sub ordinates, ideological vision, and use of personal example. 

The characters of the followers of the charismatic leaders include: identification with leaders 

mission, exhibit extreme loyalty to and confidence in leaders ,emulate the leaders values, 

behaviors and drive self-esteem  from their relationships with their leaders. 

 

Source: P. Subba Rao,”Management Theory and Practice” 



Activity 2: What could you understand the Charismatic theory of leadership? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

Transformational Leadership Theories (1970s) 

The Transformational Leadership theory states that this process is by which a person interacts 

with others and is able to create a solid relationship that results in a high percentage of trust, that 

will later result in an increase of motivation, both intrinsic and extrinsic, in both leaders and 

followers. 

The essence of transformational theories is that leaders transform their followers through their 

inspirational nature and charismatic personalities. Rules and regulations are flexible, guided by 

group norms. These attributes provide a sense of belonging for the followers as they can easily 

identify with the leader and its purpose. 

Associated Theories 

• Burns Transformational Leadership Theory 

• Bass Transformational Leadership Theory 

• Kouzes and Posner's Leadership Participation Inventory 

This theory states that leadership is the process by which a person engages with others and is 

able to create a connection that results in increased motivation and morality in both followers 

and leaders.  It is often likened to the theory of charismatic leadership that espouses that leaders 

with certain qualities, such as confidence, extroversion, and clearly stated values, are best able to 

motivate followers.  The key in transformational leadership is for the leader to be attentive to 

the needs and motives of followers in an attempt to help them reach their maximum potential.  In 

addition, transformational leadership typically describes how leaders can initiate, develop, and 

implement important changes in an organization.  This theory is often discussed in contrast 

with transactional leadership. 



 
 

Source: Managementstudyguide.com/leadership-theories.htm 

 

Inspirational Motivation: The foundation of transformational leadership is the promotion of 

consistent vision, mission, and a set of values to the members. Their vision is so compelling that 

they know what they want from every interaction. Transformational leaders guide followers by 

providing them with a sense of meaning and challenge. They work enthusiastically and 

optimistically to foster the spirit of teamwork and commitment. 

Intellectual Stimulation: Such leaders encourage their followers to be innovative and creative. 

They encourage new ideas from their followers and never criticize them publicly for the mistakes 

committed by them. The leaders focus on the “what” in problems and do not focus on the 

blaming part of it. They have no hesitation in discarding an old practice set by them if it is found 

ineffective. 

Idealized Influence: They believe in the philosophy that a leader can influence followers only 

when he practices what he preaches. The leaders act as role models that followers seek to 

emulate. Such leaders always win the trust and respect of their followers through their action. 

They typically place their followers needs over their own, sacrifice their personal gains for them, 

ad demonstrate high standards of ethical conduct. The use of power by such leaders is aimed at 

influencing them to strive for the common goals of the organization. 

Individualized Consideration: Leaders act as mentors to their followers and reward them for 

creativity and innovation. The followers are treated differently according to their talents and 

knowledge. They are empowered to make decisions and are always provided with the needed 

support to implement their decisions. 



 

6. Transactional leadership Theories (1970's) 

Transactional theories, also known as exchange theories of leadership, are characterized by a 

transaction made between the leader and the followers. In fact, the theory values a positive and 

mutually beneficial relationship. 

For the transactional theories to be effective and as a result have motivational value, the leader 

must find a means to align to adequately reward (or punish) his follower, for performing leader-

assigned task. In other words, transactional leaders are most efficient when they develop a 

mutual reinforcing environment, for which the individual and the organizational goals are in 

sync. 

This is a theory that focuses on the exchanges that take place between leaders and followers.  It 

is based in the notion that a leader’s job is to create structures that make it abundantly clear what 

is expected of his/her followers and also the consequences (i.e. rewards and punishments) for 

meeting or not meeting these expectations.  This theory is often likened to the concept and 

practice of management and continues to be an extremely common component of many 

leadership models and organizational structures. 

 

The transactional theorists state that humans in general are seeking to maximize pleasurable 

experiences and to diminish un-pleasurable experiences. Thus, we are more likely to associate 

ourselves with individuals that add to our strengths. 

Associated Theories 

• Leader-member Exchange (LMX) 

Activity: 

Leadership-Member Exchange (LMX) Theory 

Informal observation of leadership behavior suggests that leader’s action is not the same towards 

all subordinates. The importance of potential differences in this respect is brought into sharp 

focus by Graen’s leader-member exchange model, also known as the vertical dyad linkage 

theory. The theory views leadership as consisting of a number of dyadic relationships linking the 

leader with a follower. The quality of the relationship is reflected by the degree of mutual trust, 

loyalty, support, respect, and obligation. 

According to the theory, leaders form different kinds of relationships with various groups of 

subordinates. One group, referred to as the in-group, is favored by the leader. Members of in-

group receive considerably more attention from the leader and have more access to the 

organizational resources. By contrast, other subordinates fall into the out-group. These 

individuals are disfavored by the leader. As such, they receive fewer valued resources from their 

leaders. 



Leaders distinguish between the in-group and out-group members on the basis of the perceived 

similarity with respect to personal characteristics, such as age, gender, or personality. A follower 

may also be granted an in-group status if the leader believes that person to be especially 

competent at performing his or her job. The relationship between leaders and followers follows 

three stages: 

• Role taking: When a new member joins the organization, the leader assesses the talent 

and abilities of the member and offers them opportunities to demonstrate their capabilities. 

• Role making: An informal and unstructured negotiation on work-related factors takes 

place between the leader and the member. A member who is similar to the leader is more likely 

to succeed. A betrayal by the member at this stage may result in him being relegated to the out-

group 

The LMX 7 scale assesses the degree to which leaders and followers have mutual respect for 

each other’s capabilities, feel a deepening sense of mutual trust, and have a sense of strong 

obligation to one another. Taken together, these dimensions determine the extent to which 

followers will be part of the leader’s in-group or out-group. 

In-group followers tend to function as assistants or advisers and to have higher quality 

personalized exchanges with the leader than do out-group followers. These exchanges typically 

involve a leader’s emphasis on assignments to interesting tasks, delegation of important 

responsibilities, information sharing, and participation in the leader’s decisions, as well as 

special benefits, such as personal support and support and favorable work schedules. 

Strengths of LMX Theory 

  LMX theory is an exceptional theory of leadership as unlike the other theories, it 

concentrates and talks about specific relationships between the leader and each subordinate. 

  LMX Theory is a robust explanatory theory. 

  LMX Theory focuses our attention to the significance of communication in leadership. 

Communication is a medium through which leaders and subordinates develop, grow and 

maintain beneficial exchanges. When this communication is accompanied by features such as 

mutual trust, respect and devotion, it leads to effective leadership. 

  LMX Theory is very much valid and practical in it’s approach. 

  

Transactional vs Transformational Leadership Theories 

Another way of looking at leadership approaches is to do with the type of work and the 

relationship between the leader and the follower. 



Transactional leadership theory is based on transactions or exchanges between the leader and the 

follower. It assumes that the working relationship is one where the leader issues the work, 

praises or criticizes, rewards or punishes. 

The follower has little responsibility, other than doing as they are required, correctly. All works 

well if both leader and follower carry out their part in the transactions as expected. 

This approach is more often seen in low skilled jobs, where procedures are clearly defined or 

where there is little change. 

Transformational leadership theory is all about change. Transformational leaders inspire others 

to follow a vision. They create opportunities for people to show flair and to take responsibility 

for new ideas. 

They are often very extravert, charismatic and strategic. They see the big picture rather than the 

detail. They inspire great loyalty, providing they succeed. If they fail, or are seen to be 

hypocritical, the followers may well become disillusioned or cynical. 

Transformational leadership is more appropriate in fast changing situations, where people have 

high levels of skill and where the leader can afford to get involved in the detail. 

Activity3: Explain the difference between transactional and transformational leadership theories. 

______________________________________________________________________________

______________________________________________________________________________

___________________________________________________________________________ 

 

7. Naturalistic Theories 

Naturalistic theories of leadership were the first to develop. They were built on the idea that 

leaders were born, not made. 

The earliest naturalistic theory was not really a theory as such, just a set of beliefs and 

assumptions. Every so often a society or culture threw up a great person who provided 

outstanding leadership. Just think of these examples: 

• Jesus Christ, the Messiah promised to the Jews. 

• King Arthur, a king who will unite Britain, defeat its foes and return when needed. 

• William Wallace, the liberator of Scotland against the English. 

• Abraham Lincoln, Who ended slavery in the USA. 

• Ghandi, the peace maker who held together the fragile alliance in India at the time of 

independence. 



At the time that people believed this explanation of leadership, in most societies the great leader 

was normally a man. One example of an exception was Boudicca, the queen of the Icene in 

ancient Britain. 

The belief or assumption was that such greatness could not have been learned but was inherent, 

part of their genetic makeup. It was probably hereditary (or so it was believed)! This is one 

reason why ruling or aristocratic families emerged. 

As the scientific method began to be applied to psychology, the study of human behaviour, a new 

naturalistic approach to leadership theories emerged – trait theory. 

The trait theory of leadership still assumes that leaders are born, not made. But it sought to 

identify those personality traits associated with the best leaders, to help understand leadership 

and to identify people who, having the same traits, could (it was assumend) make good leaders. 

Trait theory still has its adherents. Some psychometric instruments used in the recruitment of 

leaders were built on the idea of inherent or “built in” traits. 

8. Functional Leadership Theories 

Functional leadership theories are based on very different assumptions. They focus on what 

leaders actually do. That is, their actions or functions. 

One of the best known and most influential of functional theories of leadership, used in many 

leadership training programs, is John Adair's"Action- Centred Leadership". 

From here it is a short leap to the belief that if one person can do something, then others can 

learn to do it. We are now in the world of leaders being made, not born. And we open up the 

possibility of leadership development and planned leadership training. 

This question of whether leaders are born or made is part of the whole question of whether 

human behavior is due to nature or nurture. 

Functional theories of leadership are developed by studying successful leaders and identifying 

the actions and behaviors they show. Large studies with lost of data make it possible to correlate 

the actions with the successful results. 

9. Autocratic leadership theory 

These theories of leadership developed out of the concept of leadership style. However, they 

focus very much on the balance of power between the leader and the followers. 

Autocratic leaders tend to make decisions and impose them on others. They often believe that 

they are best placed to make the decisions, that others should accept their authority. Some such 

leaders have certain personality traits, such as a need to be in control of situations. Autocratic 

leadership is suited to certain situations, such as emergencies or time critical circumstances. But 



they don’t tend to nurture other people or get the best results from followers who are capable and 

motivated. 

10. Moral leadership 

Moral approaches to leadership emphasized the role of the leader in various moralistic positions, 

such as: 

• making the world a better place 

• treating people well 

• caring for the environment 

• Religious beliefs 

• being true to, and acting consistently with, one’s vision. 

Various leadership writers have included moral elements in their work. They tend to suggest that 

leaders are more likely to be successful if they have a positive impact on others - rather than lead 

others just to benefit themselves. 

Politicians and religious leaders, in particular, are expected to be moral leaders, partly because 

they address the issues above or adopt a moralistic platform. 

Business leaders are perhaps expected to be less moralistic. However, when they do truly act for 

the good of others in general, and not just themselves and their shareholders, they tend to be 

highly regarded. 

Related to moralistic leadership is the idea of leadership ethics, which are largely to do with the 

relationship between the leader and their followers. 

11. Skills Theory 

 

This theory states that learned knowledge and acquired skills/abilities are significant factors in 

the practice of effective leadership.  Skills theory by no means disavows the connection between 

inherited traits and the capacity to be an effective leader – it simply argues that learned skills, a 

developed style, and acquired knowledge, are the real keys to leadership performance.  It is of 

course the belief that skills theory is true that warrants all the effort and resources devoted to 

leadership training and development. 

12. Servant Leadership Theory 

 

This conceptualization of leadership reflects a philosophy that leaders should be servants first. It 

suggests that leaders must place the needs of followers, customers, and the community ahead of 

their own interests in order to be effective.  The idea of servant leadership has a significant 



amount of popularity within leadership circles – but it is difficult to describe it as a theory 

inasmuch as a set of beliefs and values that leaders are encouraged to embrace. 

 

3.3 LEADERSHIP STYLES 

A leadership style is a leader's style of providing direction, implementing plans, 

and motivating people. Various authors have proposed identifying many 

different leadership styles as exhibited by leaders in the political, business or other fields. Studies 

on leadership style are conducted in the military field, expressing an approach that stresses 

a holistic view of leadership, including how a leader's physical presence determines how others 

perceive that leader. The factors of physical presence in this context include military bearing, 

physical fitness, confidence, and resilience. The leader's intellectual capacity helps to 

conceptualize solutions and to acquire knowledge to do the job. A leader's conceptual abilities 

apply agility, judgment, innovation, interpersonal tact, and domain knowledge. Domain 

knowledge encompasses tactical and technical knowledge as well as cultural and geopolitical 

awareness. Daniel Goleman (2000) in his article "Leadership that Gets Results" talks about six 

styles of leadership.  

Everyone has their own leadership style. Some take a modern servant leadership approach and 

focus on developing their teams; others are charismatic leaders who inspire their teams to take 

action. The good news is that these styles are not mutually exclusive and the best leaders adapt 

based on the needs of their work and the people they’re leading. Let’s explore some of the most 

common styles in modern organizations. 

 

1. Servant Leader ship Style: The servant leader is one who truly cares about the needs of their 

employees. Iconic leaders of nonviolent movements for civil disobedience such as Mahatma 

Ghandi, Martin Luther King Jr. and Nelson Mandela could all be considered examples of servant 

leadership. However, millennial have a strong preference for modern servant leaders who take 

genuine interest in both their professional and personal development, and are willing to become 

mentors. 

  

2. Innovative Leader ship Style: Innovative leaders are big picture thinkers who are willing to 

shake things up to achieve the desired outcome. Many of the most iconic and innovative 

leaders of today are in the tech industry but there are plenty of others across a wide range of 
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industries, from fashion to education. What do innovators have in common? They have no 

patience for stagnation. They like to take stock of processes, and when something isn’t 

working innovators are willing to try new things and find something that does. 

 

Activity 4: Write your own view on Innovative Leadership Style with your own examples. 

______________________________________________________________________________

______________________________________________________________________________

_____________________________________________________________________________ 

 

  

3. Pace Setting Leader ship Style: Pace setters are visionaries who set the pace not just for their 

organizations but for the direction of their entire industry. They dream big and inspire those 

around them to take action to accomplish the seemingly impossible. Where the servant leader 

focuses more on people development, pace setters are often more demanding in their quest to do 

things better and faster. Still, the people who thrive most under pace setters are those who work 

well under tremendous pressure, are self-motivated, and need little direction for execution on big 

picture ideas.  

  

4. Laisse Faire Leader ship Style: People who adopt a laisse faire leadership style are usually 

excellent at delegating. They know how to communicate their vision, and prefer to give their 

teams the tools they need and the space to get it done. Laisse faire leaders often like to surround 

themselves with a highly-skilled, self-motivated team they don’t have to manage too closely. 

People who need more guidance and direct mentorship don’t usually thrive under this leadership 

style. However, laisse faire leaders believe the members of their team to be capable, and the 

expectation that people can and will do what they say what they do can be a proving ground for 

new leader. 

Laissez-faire leaders allow followers to have complete freedom to make decisions concerning the 

completion of their work. It allows followers a self-rule, while at the same time offering 

guidance and support when requested. The laissez-faire leader using guided freedom provides 

the followers with all materials necessary to accomplish their goals, but does not directly 

participate in decision making unless the followers request their assistance. 

This is an effective style to use when: 
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 Followers are highly skilled, experienced, and educated. 

 Followers have pride in their work and the drive to do it successfully on their own. 

 Outside experts, such as staff specialists or consultants are being used. 

 Followers are trustworthy and experience 

5. Democratic Leader ship or Participative Style: The democratic leadership style consists of 

the leader sharing the decision-making abilities with group members by promoting the interests 

of the group members and by practicing social equality. The leader using the style encourages 

the sub ordinates to participate in group activities and decision making. 

The boundaries of democratic participation tend to be circumscribed by the organization or the 

group needs and the instrumental value of people's attributes (skills, attitudes, etc.). The 

democratic style encompasses the notion that everyone, by virtue of their human status, should 

play a part in the group's decisions. However, the democratic style of leadership still requires 

guidance and control by a specific leader. The democratic style demands the leader to make 

decisions on who should be called upon within the group and who is given the right to participate 

in, make and vote on decisions.  

Research has found that this leadership style is one of the most effective and creates higher 

productivity, better contributions from group members and increased group morale. Democratic 

leadership can lead to better ideas and more creative solutions to problems because group 

members are encouraged to share their thoughts and ideas. While democratic leadership is one of 

the most effective leadership styles, it does have some potential downsides. In situations where 

roles are unclear or time is of the essence, democratic leadership can lead to communication 

failures and uncompleted projects. Democratic leadership works best in situations where group 

members are skilled and eager to share their knowledge. It is also important to have plenty of 

time to allow people to contribute, develop a plan and then vote on the best course of action. 

Activity 5: Think of a time when you or another leader used the participative 

(democratic) style of leadership.  

_____________________________________________________________________

_____________________________________________________________________

_____________________________________________________________________ 
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6. Authoritarian or Autocratic Leadership Style: The authoritarian leadership style keeps 

main emphasis on the distinction of the authoritarian leader and their followers. These types of 

leaders make sure to only create a distinct professional relationship. Direct supervision is what 

they believe to be key in maintaining a successful environment and follower ship. Authoritarian 

leadership styles often follow the vision of those that are in control, and may not necessarily be 

compatible with those that are being led. Authoritarian leaders have a focus on efficiency, as 

other styles, such as a democratic style, may be seen as a hindrance on progress. 

In this style of leadership, a leader has complete command and hold over their employees/team. 

The team cannot put forward their views even if they are best for the team’s or organizational 

interests. They cannot criticize or question the leader’s way of getting things done. The leader 

himself gets the things done. The advantage of this style is that it leads to speedy decision-

making and greater productivity under leader’s supervision. Drawbacks of this leadership style 

are that it leads to greater employee absenteeism and turnover. This leadership style works only 

when the leader is the best in performing or when the job is monotonous, unskilled and routine in 

nature or where the project is short-term and risky. 

Examples of authoritarian leadership: a police officer directing traffic, a teacher ordering a 

student to do his or her assignment, and a supervisor instructing a subordinate to clean a 

workstation. All of these positions require a distinct set of characteristics that give the leader the 

position to get things in order or get a point across. Authoritarian Traits: sets goals individually, 

engages primarily in one-way and downward communication, controls discussion with followers, 

and dominate interaction. 

Several studies have confirmed a relationship between bullying, on the one hand, and an 

autocratic leadership and an authoritarian way of settling conflicts or dealing with disagreements, 

on the other. An authoritarian style of leadership may create a climate of fear, where there is 

little or no room for dialogue and where complaining may be considered futile.  

ACTIVITY6: 

Below each of the statements, write some comments about it, such as: did it work, 

could a different style have worked better, how did the employees feel about the 

decision, did everyone learn from that style and what did they learn, which style is 

easiest to use (why?), which style do you prefer the leaders over you to use (why?).  

https://en.wikipedia.org/wiki/Authoritarian
https://en.wikipedia.org/wiki/Professional
https://en.wikipedia.org/wiki/Supervision
https://en.wikipedia.org/wiki/Bullying
https://en.wikipedia.org/wiki/Organizational_conflict
https://en.wikipedia.org/wiki/Climate_of_fear


_______________________________________________________________________

_______________________________________________________________________

______________________________________________________________________  

7. Paternalistic Leadership Style: The way a paternalistic leader works is by acting as a 

parental figure by taking care of their subordinates as a parent would. In this style of leadership 

the leader supplies complete concern for his followers or workers. In return he receives the 

complete trust and loyalty of his people. Workers under this style of leader are expected to 

become totally committed to what the leader believes and will not strive off and work 

independently. The relationship between these co-workers and leader are extremely solid. The 

workers are expected to stay with a company for a longer period of time because of the loyalty 

and trust. Not only do they treat each other like family inside the work force, but outside too. 

These workers are able to go to each other with any problems they have regarding something 

because they believe in what they say is going to truly help them. 

One of the downsides to a paternalistic leader is that the leader could start to play favorites in 

decisions. This leader would include the workers more apt to follow and start to exclude the ones 

who were less loyal. In today’s market paternalism is more difficult to come by according to 

Padavic and Earnest who wrote “business dimensional and Organizational Counseling.” They 

believe this because there have become more lay-offs and stronger unionization. This affects 

paternalistic leaders because the co-workers may not believe that their jobs are 100% ensured. 

When this happens, workers begin to look for bigger and better job opportunities instead of 

staying at one company for a longer period of time. Because of this, the leader may be thinking 

that you could be leaving and not fully believe you when you tell them something about a job 

opportunity. This could put the workers and leader at risk for a bad situation. 

8. Transactional Leader ship Style: Transactional leaders focus their leadership on motivating 

followers through a system of rewards and punishments. There are two factors which form the 

basis for this system, Contingent Reward and management-by-exception.  

 Contingent reward provides rewards, materialistic or psychological, for effort and recognizes 

good performance. 

 Management-by-exception allows the leader to maintain the status quo. The leader 

intervenes when subordinates do not meet acceptable performance levels and initiates 

https://en.wikipedia.org/wiki/Contingent


corrective action to improve performance. Management by exception helps reduce the 

workload of managers being that they are only called-in when workers deviate from course. 

This type of leader identifies the needs of their followers and gives rewards to satisfy those needs 

in exchange of certain level of performance. 

Transactional leaders focus on increasing the efficiency of established routines and procedures. 

They are more concerned with following existing rules than with making changes to the 

organization. 

A transactional leader establishes and standardizes practices that will help the organization reach: 

 Maturity 

 Goal-setting 

 Efficiency of operation 

 Increasing productivity. 

9. Transformational Leader ship Style: A transformational leader is a type of person in which 

the leader is not limited by his or her followers' perception. The main objective is to work 

to change or transform his or her followers' needs and redirect their thinking. Leaders that 

follow the transformation style of leading, challenge and inspire their followers with a sense of 

purpose and excitement. Transformational leaders also create a vision of what they aspire to be, 

and communicate this idea to others (their followers). Schultz and Schultz identify three 

characteristics of a transformational leader: 

 Charismatic leadership has a broad field of knowledge, has a self-promoting personality, 

high/great energy level, and willing to take risk and use irregular strategies in order to 

stimulate their followers to think independently 

 Individualized consideration 

 Intellectual stimulation 

The primary focus of the transformational leadership style is to make change happen. The 

transformational style requires a number of different skills and is closely associated with two 

other leadership styles: charismatic and visionary leadership. 

 
10. Charismatic Leader ship Style: These leaders inspire the people around them to greatness. 

They have a “let’s do it together” attitude and use the power of personality to inspire passion and 

https://en.wikipedia.org/wiki/Goal-setting
https://en.wikipedia.org/wiki/Transformational_leadership
https://www.legacee.com/transformational-leadership/


action in others. Much like innovators and pace setters, charismatic leaders are often visionaries; 

however, sometimes they drop the ball when it comes to execution. These leaders need the 

balance of others around them who can execute on big ideas and get things done. 

 

“Throw away those books and cassettes on inspirational leadership. Send those consultants 

packing. Know your job, set a good example for the people under you and put results over 

politics. That’s all the charisma you’ll really need to succeed.”  — Dyan Machan. 

Activity 7: 

Explain in your own words about Charismatic Leadership style by taking an example? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________ 

 

11. Entrepreneurial Leadership style: Entrepreneurial leadership as "organizing a group of 

people to achieve a common goal using proactive entrepreneurial behavior by optimizing 

risk, innovating to take advantage of opportunities, taking personal responsibility and managing 

change within a dynamic environment for the benefit of [an] organization". 

Such leadership aims to cultivate entrepreneurial individuals and teams that fully leverage 

their creative potential in creating value for an organization. Entrepreneurial leadership does this 

by employing leadership practices that "develop the ability in employees to self-generate, self-

reflect, and self-correct in their workplace". 

Entrepreneurial leadership is effectively using the skills associated with successful individual 

entrepreneurs and applying those within the environment of a larger organization. This especially 

means within an organization where those skills have been lost and replaced with 

a "corporate" mindset that focuses on process, systems and risk minimization rather than on 

entrepreneurial behavior 
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12. Visionary Leadership Style: Visionary leadership related to the transformational leadership 

style. The major difference is between the visionary leader and the transformational one involves 

the focus on the future. Visionary leaders live more in the future and they often use a vision to 

mobilize followers. 

 

13. Employee Centered vs Production Leadership Style: Under the employee centered 

leadership, the subordinates are given freedom to do the job the way they want to. The leader 

makes clear the objectives and the goals to be accomplished and the sub ordinates are given 

freedom to perform their job. The leader focus his attention on the human aspect of his 

subordinates problems. The subordinates are kept under pressure for increased productivity. The 

production schedule and details are considered more important than the human aspect.  

 

14. Bureaucratic Leadership Style: An autocrat doesn’t require a bureaucracy, but the 

autocrat and the bureaucracy goes together like a hand and glove. One reason has been do 

with obedience to authority. In fact, one can make an argument that in large groups such 

as the multinational corporations and government agencies authority is the most common 

type of influence used. 

 

 

15. Coaching as a Leadership Style: “A groom used to spend whole days in currycombing and 

rubbing down his Horse, but at the same time stole his oats and sold them for his own profit. 

“Alas!” said the Horse, “if you really wish me to be in good condition, you should groom me 

less, and feed me more.” — Aesop’s Fables. 

A great coach is definitely a leader who also possesses a unique gifts ability to teach and train. 

They groom people to improve both knowledge and skill.  

  

https://www.legacee.com/transformational-leadership/visionary-leadership/
https://www.legacee.com/transformational-leadership/visionary-leadership/


16. The Emergent Leadership Style: Contrary to the belief of many, groups don’t automatically 

accept a new “boss” as leader. Emergent leadership is what you must do when one taking over a 

new group. One way to emerge so involves the exchange of favors. An exchange can be 

hierarchical between the boss and subordinate or occur between two individuals of equal status. 

But for this leadership style to work, you must know how to develop, maintain and repair 

relationships. 

“The superior man understands what is right; the inferior man understands what will 

sell.” – Confucius 

 

17. The Facilitation Leadership Style: This styles has much in common with the democratic or 

participative leadership style. This is a special style that anyone who runs a meeting can employ. 

Rather than being directive, one using the facilitative leadership style uses a number of indirect 

communication patterns to help the group reach consensus. It’s hard to order and demand 

someone to be creative, perform as a team, solve complex problems, improve quality, and 

provide outstanding customer service. The participative style presents a happy medium between 

over controlling (micromanaging) and not being engaged and tends to be seen in organizations 

that must innovate to prosper. 

 

18. Team Leadership Style: A few years ago, a large corporation decided that supervisors 

were no longer needed and those in charges were suddenly made “team leaders.” Today, 

companies have gotten smarter about how to exert effective team leadership, but it still 

takes leadership to transition a group into a team. 

 

19. Functional or Instrumental style: Instrumental leaders tend to take a very goal-oriented 

approach. They feel most comfortable with predetermined objectives and deadlines. Much of 

their leadership centers on ensuring the work group meet its goals by the prescribed deadline. 

The instrumental leader emphasizes functional production over emotional support and harmony. 

Communication is mainly used to provide direction to employees and to receive input on their 

work progress. Team roles are assigned based on employee capabilities rather than morale and 

emotional comfort. 

https://www.washingtonpost.com/news/innovations/wp/2014/02/24/emergent-leadership-the-trait-that-smart-innovative-companies-seek-out-in-employees/?utm_term=.31978262c88f
http://psychologia.co/participative-leadership/
http://psychologia.co/participative-leadership/


20. Participate Leadership Style: A participate leader is one who shares decision making with 

group members. The modern organization generally favors the leader sharing decision making 

with group members. It is a managerial style that invites input from employees on all company 

decisions. The staff is given pertinent information regarding company issues, and a majority vote 

determines the course of action the company will take. The leaders decentralize authority and 

encourage subordinates to participate and involve in decision making and implementation 

processes. Participatory leadership as a management style is used today by a significant number 

of companies and organizations. Understanding how it works will allow you, either as a manager 

or employee, to better function in an organization that uses it. Participatory leadership is a style 

of management where decisions are made with the most feasible amount of participation from 

those who are affected by the decisions.  

21. Followership Leadership styles: Followership is a term used to describe the actions of 

someone in a subordinate role. It can also be considered as a specific set of skills that 

complement leadership, a role within a hierarchical organization, a social construct that is 

integral to the leadership process, or the behaviors engaged in while interacting with leaders in 

an effort to meet organizational objectives. In organizations, “leadership is not just done by the 

leader, and followership is not just done by followers.”   

The study of followership is an emerging area within the leadership field that helps explain 

outcomes. Specifically, followers play important individual, relational, and collective roles in 

organizational failures and successes. “If leaders are to be credited with setting the vision for the 

department or organization and inspiring followers to action, then followers need to be credited 

with the work that is required to make the vision a reality.”  

We come across different types of followership styles in real life situations. They can broadly be 

divided into six categories.  

No-Boss Style: The follower in this style is a non-obligation type. He says ’No’ to the leader for 

his instructions/orders irrespective of the nature and magnitude of instructions. 

Yes-Boss Style: The follower in this style blindly says yes to leader for his instructions 

irrespective of the nature and magnitude of the instructions and he carries out the orders without 

critically evaluating them. 

https://en.wikipedia.org/wiki/Leadership
https://en.wikipedia.org/wiki/Hierarchy


Grumbling style: Follower in this style grumbles while responding to the order of instructions 

of the leader only to show his reluctance for carrying out the instructions. 

Escaping Style: The follower in this style responds positively to the instructions of the leader, 

but escapes himself in carrying out the orders. 

Intellectual arrogance style: Some followers may be highly qualified, more than the leader 

either in terms of formal educational qualifications or intelligence or knowledge. 

Critical Style: Followers in this style do not respond either positively or negatively to the orders 

of their leaders. They critically appraise the instructions/orders of the leaders, consider the pros 

and cons of the decisions of the leaders and then if the order is wise, they carry it out. 

22. Situational Leadership Style: Situational leadership refers to when the leader or manager 

of an organization must adjust his style to fit the development level of the followers he is trying 

to influence. Situational leadership is an adaptive leadership style. This strategy encourages 

leaders to take stock of their team members, weigh the many variables in their workplace and 

choose the leadership style that best fits their goals and circumstances. In the words of leadership 

theorist Ken Blanchard, “In the past a leader was a boss. Today’s leaders can no longer lead 

solely based on positional power.” 

Situational leadership is the model of choice for organizations around the world that want to do 

the following: 

 Develop people and workgroups 

 Establish rapport and to bring out the best in their people 

 Use a common leadership style across all units in an organization, be it local, national, or 

international 

Situational leadership is a theory of leadership that is part of a group of theories known 

as contingency theories of leadership. Generally speaking, contingency theories of 

leadership hold that a leader's effectiveness is related to the leader's traits or behaviors in relation 

to differing situational factors. According to situational leadership theory, a leader's effectiveness 

is contingent on his ability to modify his management behavior to the level of his subordinates' 

maturity or sophistication. 

 



3.4 SUMMARY 

Leadership is the process of influencing people so that they contribute to the attainment of goals 

of the organization. There are different views expressed on leadership and assumptions made 

about human nature. It is an attempt to define the various perspectives of leadership, various 

theories of leadership, the difference between the successful and unsuccessful leader, various 

skills of successful leadership and the entrepreneurial kinds of leadership. 

3.5 SELF ASSESSMENT QUESTIONS 

 Discuss different leadership styles. 

 Discuss the relevance of charismatic and transformational theories of leadership. 

 Discuss the differences between authoritarian and Democratic style of leadership. 

 Discuss the differences between   Employee centered and Production centered styles. 

 Compare and Contrast different behavioral theories of leadership. 

 Discuss in detail the Path Goal theory of Leadership. 

 Explain the Hersey-Blanchard situational approach to leadership. 

 Discuss the relevance of charismatic and transformational theories of leadership. 

3.6 FUTURE READINGS 

 P.Subba Rao, ”Management Theory and Practice”, Himalaya Publishing House,2010. 

 Joseph M.Putti, ”Management Principles”, Mc millan Publishers, 2012. 

 D.N. Venkatesh,” Human Resource Management,” Oxford University press, 2016. 

 Andrew Dubrin,” Management concepts and cases”, Cengage Learning:,2009. 

 LM Prassad,” principles and Practise of Management,” Sultan Chand & sons 

Publishing,1999. 
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LESSON - 4: BEHAVIORAL CONCEPTS : INDIVIDUAL AND GROUP 

 

Objectives 

After going through this unit, you should be able to  

 To understand the behavior along with the concepts of behavior 

 To Appreciate the behavior analysis-individual ,group & organizational levels 

 To Understand the individual behavior and the individual behavior framework  

 To Understand  the Causes and the factors which influencing on the individual behavior  

 To Understand the models of the individual behavior   

 To Understand the Group Behavior and types of groups along with the roles and the 

stages of group development of the group structure 

 To Group the Roles 

 To find out the Five Stage Model Of Group Development 

Structure 

4.1 Introduction 

4.2 Definitions 

4.3 Concept of Behavior 

4.4 Classification of Human Behavior 

4.5 Characteristics of Human Behavior 

4.6 Causation of Behavior 

4.7 Analysis of Behaviour 

4.8 Individual Behavior 

4.9 Foundation of Individual Behaviour 

4.10 Methods of Shaping Individual Behavior 

4.11 Group Behavior 

4.12 Theories of Group Behaviour 

4.13 Analysis of Groups Behaviour 

4.14 Group Norms 

4.15 Self-Assessment Questions 

4.16 Further Readings/References 

 

4.1 INTRODUCTION  

 

Behavior or behavior is the range of actions and mannerisms made by individuals, 

organisms, systems, or artificial entities in conjunction with themselves or their environment, 

which includes the other systems or organisms around as well as the (inanimate) physical 

environment. It is the response of the system or organism to various stimuli or inputs, whether 

internal or external, conscious or subconscious, overt or covert, and voluntary or involuntary. 

Human behavior refers to the array of every physical action and observable emotion associated 

https://en.wikipedia.org/wiki/Action_(philosophy)
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https://en.wikipedia.org/wiki/Artificial_Intelligence
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https://en.wikipedia.org/wiki/Volition_(psychology)
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with individuals, as well as the human race. While specific traits of one's personality and 

temperament may be more consistent, other behaviors will change as one moves from birth 

through adulthood. In addition to being dictated by age and genetics, behavior, driven in part by 

thoughts and feelings, is an insight into individual psyche, revealing among other things attitudes 

and values.  

 

Social behavior is a subset of human behavior that studies the considerable influence of 

social interaction and culture. Additional influences include ethics, encircling, authority, rapport, 

hypnosis, persuasion and coercion. Aggressive behavior is that type of interpersonal behavior in 

which a person stands up for their own rights in such a way that the rights of others are also 

violated. The behavior of humans (and other organisms or even mechanisms) falls within a range 

with some behavior being common, some unusual, some acceptable, and some beyond 

acceptable limits. In sociology, behavior in general includes actions having no meaning, being 

not directed at other people, and thus all basic human actions. Behavior in this general sense 

should not be mistaken with social behavior, which is a more advanced social action, specifically 

directed at other people. The acceptability of behavior depends heavily upon social norms and is 

regulated by various means of social control. Human behavior is studied by the specialized 

academic disciplines of psychiatry, psychology, social work, sociology, economics, and 

anthropology. 

 

Human behavior is experienced throughout an individual’s entire lifetime. It includes the 

way they act based on different factors such as genetics, social norms, core faith, and attitude. 

Behavior is impacted by certain traits each individual has. The traits vary from person to person 

and can produce different actions or behavior from each person. Social norms also impact 

behavior. Due to the inherently conformist nature of human society in general, humans are 

pressured into following certain rules and displaying certain behaviors in society, which 

conditions the way people behave. Different behaviors are deemed to be either acceptable or 

unacceptable in different societies and cultures. Core faith can be perceived through the religion 

and philosophy of that individual. It shapes the way a person thinks and this in turn results in 

different human behaviors. Attitude can be defined as "the degree to which the person has a 

favorable or unfavorable evaluation of the behavior in question." One's attitude is essentially a 

reflection of the behavior he or she will portray in specific situations. Thus, human behavior is 

greatly influenced by the attitudes we use on a daily basis. 

 

Normality (behavior)  Normal is also used to describe individual behaviour that conforms 

to the most common behaviour in society (known as conformity). Definitions of normality vary 

by person, time, place, and situation – it changes along with changing societal standards and 

norms. Human Behavior refers to the full range of physical and emotional behaviors that humans 

engage in; biologically, socially, intellectually, etc. and are influenced by culture, attitudes, 

emotions, values, ethics, authority, rapport, persuasion, coercion and/or genetics.  For example 

https://en.wikipedia.org/wiki/Organism
https://en.wikipedia.org/wiki/Social_deviance
https://en.wikipedia.org/wiki/Social_deviance
https://en.wikipedia.org/wiki/Sociology
https://en.wikipedia.org/wiki/Social_behavior
https://en.wikipedia.org/wiki/Social_action
https://en.wikipedia.org/wiki/Norm_(sociology)
https://en.wikipedia.org/wiki/Social_control
https://en.wikipedia.org/wiki/Academic_discipline
https://en.wikipedia.org/wiki/Psychiatry
https://en.wikipedia.org/wiki/Psychology
https://en.wikipedia.org/wiki/Social_work
https://en.wikipedia.org/wiki/Sociology
https://en.wikipedia.org/wiki/Economics
https://en.wikipedia.org/wiki/Anthropology
https://en.wikipedia.org/wiki/Peer_pressure
https://en.wikipedia.org/wiki/Acceptance
https://en.wikipedia.org/wiki/Unacceptable
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while children playing, they might laugh and run around. They might fight and hit each other. 

They might form a little group, with a leader naturally taking charge and the others following. 

What they do can tell you a lot about what the children are feeling and thinking. Their actions 

can also tell you more about their relationship to each other. Human behavior is the term used to 

describe a person's actions and conduct. Observing and understanding human behavior is a 

crucial part of psychology. 

 

4.2 DEFINITIONS  

According to Levitis et al. (2009) Behavior means “the internally coordinated responses 

(actions or inactions) of whole living organisms (individuals or groups) to internal and/or 

external stimuli, excluding responses more easily understood as developmental changes.” 

 

Behavior can be defined as the actions or reactions of a person in response to external or 

internal stimulus situation. 

 

According to Crowder “Behavior is any activity which can be observed, recorded and 

measured, this includes first what living beings or organisms do- that is their movement in 

space”. 

 

4.3 CONCEPT OF BEHAVIOR 

Behaviour can understand when it is known that what is caused or made the person do it. 

Behavior can be evaluated when it is approved or disapproved. Both understanding and 

evaluation is a common reaction that individual engage daily. 

Psychology is a science of activity of people which lead to an understanding of nature of 

behavior. Behavior is always the product of two things, one- the nature of individual or organism 

that behaves and second- the nature of situation in which the individual find himself. Situation is 

a source of stimulus and is always the organism’s response to stimulus from environment. 

Psychologists analyze behavior from two point of view- Overt & Covert, the behavior that is 

visible and what occurs outside of human being is called overt behavior. Example- playing 

football and eating something are overt behavior. The behavior that is not visible and what 

occurs inside of human being is called covert behavior. 

 

The concept of behavior is based on two key elements namely : 

 Nature of people 

 Nature of the organization 

 

Nature of People 
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In simple words, nature of people is the basic qualities of a person, or the character that 

personifies an individual they can be similar or unique. Talking at the organizational level, some 

major factors affecting the nature of people have been highlighted. They are: 

 Individual Difference − It is the managerial approach towards each employee 

individually, that is one-on-one approach and not the statistical approach, that is, 

avoidance of single rule. Example− Manager should not be biased towards any particular 

employee rather should treat them equally and try not to judge anyone on any other factor 

apart from their work. 

 Perception − It is a unique ability to observe, listen and conclude something. It is 

believing in our senses. In short, the way we interpret things and have our point of view 

is our perception. Example – A man thinks late night parties spoil youth while Anamika 

thinks late night parties are a way of making new friends. Here we see both Aman and 

Anamika have different perception about the same thing. 

 A Whole Person − As we all know that a person’s skill or brain cannot be employed we 

have to employee a whole person. Skill comes from background and knowledge. Our 

personal life cannot be totally separated from our work life, just like emotional conditions 

are not separable from physical conditions. So, people function is the functioning of a 

total human being not a specific feature of human being. 

 Motivated Behavior − It is the behavior implanted or caused by some motivation from 

some person, group or even a situation. In an organization, we can see two different types 

of motivated employees − 

o Positive Motivation − Encouraging others to change their behavior or say 

complete a task by luring them with promotions or any other profits. Example − 

“If you complete this, you will gain this.” 

o Negative Motivation − Forcing or warning others to change their behavior else 

there can be serious consequences. Example − “If you don’t complete this, you 

will be deprived from the office.” 

 Value of Person − Employees want to be valued and appreciated for their skills and 

abilities followed by opportunities which help them develop themselves. 

 

Nature of Organization 

Nature of organization states the motive of the firm. It is the opportunities it provides in 

the global market. It also defines the employees’ standard; in short, it defines the character of the 

company by acting as a mirror reflection of the company. We can understand the nature of any 

firm with its social system, the mutual interest it shares and the work ethics. 

 Social system − Every organization socializes with other firms, their customers, or 

simply the outer world, and all of its employees - their own social roles and status. Their 

behavior is mainly influenced by their group as well as individual drives. Social system 

are of two types namely − 
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Formal − Groups formed by people working together in a firm or people that belong to the same 

club is considered as formal social system. Example − A success party after getting a project. 

Informal − A group of friends, people socializing with others freely, enjoying, partying or 

chilling. Example − Birthday party. 

 Mutual Interest − Every organization needs people and people need organizations to 

survive and prosper. Basically it’s a mutual understanding between the organization and 

the employees that help both reach their respective objectives. Example − We deposit 

our money in the bank, in return the bank gives us loan, interest, etc. 

 Ethics − They are the moral principles of an individual, group, and organization. In order 

to attract and keep valuable employees, ethical treatment is necessary and some moral 

standards need to be set. In fact, companies are now establishing code of ethics training 

reward for notable ethical behavior. 

 

4.4 CLASSIFICATION OF HUMAN BEHAVIOR 

To analyze and measure the behavior psychologists have divided behavior into different 

classes. The classification of human behavior is given below: 

 

1. Molecular and Moral Behavior 

a) Molecular Behavior: The sudden behavior what occurs without thinking something is 

called molecular behavior. 

Example: Abul hits a stick on Kuddus eyes and Kuddus closes his eyes at once. This is 

molecular behavior. Unpredictable situation whereas Kuddus has not any preparation to 

his eyes or face situation. 

b) Moler Behavior: Moler behavior is the opposite of molecular behavior. When human 

behavior occurs with a thinking process is called moler behavior. 

Example: counter attract. 

2. Overt & Covert Behavior 

a) Overt behavior: The behavior that is visible and what occurs outside of human being is 

called overt behavior. 

Example: Playing football, eating something is overt behavior. 

b) Covert behavior: The behavior that is not visible and what occurs inside of human being 

is called covert behavior 

Example: thinking. 

3. Voluntary and Involuntary Behavior: 

a) Voluntary behavior: The behavior what depend on human want is called voluntary 

behavior. Human beings always have control on voluntary behavior. 

Example: Speaking, walking, writing etc.  

b) Involuntary behavior: Behavior what occurs naturally is called involuntary behavior. 

Example: Movement of heart, taking oxygen and giving up carbon dioxide. 
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Accomplishment of one bit behavior may become the stimulus for further behavior. It is 

possible to control such a behavior by education, training, experience and environment 

 

4.5 CHARACTERISTICS OF HUMAN BEHAVIOR 

Behavior is any activity which can be observed, recorded and measured. Individual 

behave with in an environment, it is human nature to respond stimulus situation created by 

internal and external environment. Characteristics of human behavior can be express as under- 

A. Social rules and regulations: Human are social beings and obedient to social rules and 

regulations. Social rules and regulation drives an individual in a particular way. 

B. Language and understanding: Human beings express their feelings and emotion and 

conversation with each other through language. Interaction of individual and group helps 

them convey their news and views. 

C. Education and knowledge: Education is power which enables an individual to 

acknowledge the difference between right and wrong. The value of practice in acquiring 

skill or knowledge common feature of human behavior. Education and knowledge are 

important modification of human behavior. 

D. Adaptability: It is human nature to change in order to deal successfully with new 

situation. Human beings always face changing environment. Adaptability with changing 

environment is a common characteristic of human behavior. 

E. Capacity to learn knowledge: Only human being is capable enough to learn knowledge. 

Human beings can increase their capacity by acquiring knowledge and experience. This 

is unique characteristic of human beings. 

F. Drive/Aim: Human beings behave with a view to accomplishing their common aim that 

drives him to a particular direction. Drive or aim pursues goal directed behavior. 

G. Human being is great in behavior and knowledge: Human being is great in their 

behavior and knowledge, capable enough to board their knowledge and experience. 

 

4.6 CAUSATION OF BEHAVIOR 

Behavior is a result of interaction between individual and situation. It is human nature to 

response stimulus situation. There is a cause sequence of human behavior. The cause sequence of 

human behavior are explain below- 

1. Stimulus Situation: stimulus may be created by light, sound, job routine, other people 

action of supervisor and any aspect of environment in which a person is sensitive. 

2. Organism: when stimulus situation faced by a person then organism automatically start. 

Organism may be heredity, maturation, biological needs and many learning such as 

knowledge, skills, certain needs attitude and values. 

3. Behavior: Behavior is a result of stimulus situation and individual organism that lead to a 

person to do or behave. Behavior may be body movement, talking, facial expression, 

emotional responses and thinking. 
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4. Accomplishment: The latest sequence is accomplishment. Accomplishment occurs when 

stimulus situation change. Further accomplishment may include survival, accident, attract 

from others 

 

Activity 1 

You might have come across of behaviors of human beings.  Think about the behavior, relate to 

the concept of behavior and write-up few points on the behavior. 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

……………………………………………………………………………………………………… 

 

4.7 ANALYSIS OF BEHAVIOUR 

 

Behavior Analysis at Different Levels: Behavior as an individual or in a group is always 

analyzed by everyone in the organization.  It is analyzed at three different levels:  

 Individual level of analysis 

 Group level of analysis 

 Organizational level of analysis  

1.  Individual Level of Analysis Organizational behavior, at this level of analysis 

massively draws upon psychology, engineering, and medicine. At the individual level of 

analysis, organizational behavior includes the study of learning, perception, creativity, 

motivation, and personality. In addition, it also includes the study of turnover, task 

performance and evaluation, coordinated behavior, deviant work behavior, ethics, and 

cognition.  

Example: Ram joins a company as an intern and is very open to learning new things but 

as time passes and he gets promoted his attitude towards his interns becomes rude. This is 

a fine example of individual level of analysis.  

2. Group Level of Analysis Organizational behavior, at this level of analysis, draws upon 

the sociological and socio-psychological discipline. At the group level of analysis, 

organizational behavior includes the study of group gesture, intra-group and intergroup 

dispute and attachment. It is further extended to the study of leadership, power, norms, 

interpersonal communication, networks, and roles.  

Example: Board of directors of company X decides to give bonus to their workers as 

they have really worked hard on a certain project. 

3. Organizational Level of Analysis: Organizational behavior, at this level of analysis 

draws upon sociology and political science. At this level of analysis, organizational 

behavior includes the study of organizational culture, structure, cultural diversity, inter-

organizational cooperation and coordination. It further includes the study of dispute, 

change, technology, and external environmental forces. Some other fields of study that 
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adds to the interest of organizational behavior are ergonomics, statistics, and 

psychometrics.  

Example: Rohit is interested in becoming a singer as he is interested in music and feels 

he can do better in this field. While his parents force him to pursue his job as a software 

engineer, as according to his father’s perception a software job pays well and is far better 

than struggling to become a singer. Rohit and his father have a clash of opinions, hence 

this is a case of individual level of analysis. if Rohit seeks help from his friends on this 

matter his friends will support him as they have the same mindset support the idea of 

following their own dreams, struggling and achieving their goal. Meanwhile Rohit’s 

father’s friend circle might find the idea of pursuing singing as a career insane and 

support his father’s decision of opting for software.  Here we see two different groups of 

people with contradicting ideologies, this becomes a case of group level of analysis.   

 

Activity 2 

You might have come across of various behaviors of your peers.  Analyse those behaviours and 

classify them with their characteristics and causation and discuss with your friends. Whether 

these behavior help in the process of achieving goals? 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

…………………………………………………………………………………………………….. 

 

4.8 INDIVIDUAL BEHAVIOR 

Individual behavior can be defined as a mix of responses to external and internal stimuli. 

It is the way a person reacts in different situations and the way someone expresses different 

emotions like anger, happiness, love, etc. Attribution is the process of observing behavior and 

then determining its cause based on individual's personality or situation. Attribution based on 

personality is due to internal causes and is termed as dispositional attribution. It includes 

personality traits like shyness, arrogance, intelligence, etc. Individual behavior can be defined as 

how an individual behaves at work. A person's behavior is influenced by the following factors – 

Attitude, Perception and Personality. 

 

Study of human behaviour is very complex. It is affected by various environmental 

factors. It is based on various cultural factors in which an individual is brought up and various 

social systems in which he is working. Every individual behaves in a different manner, his 

behaviour is individualistic in nature, and therefore cannot be changed easily without any strong 

stimuli. There exists a cause and effect relationship in individual behaviour. For example if an 

organization pays good dividends to its employees, the productivity can be improved. This 

means that the increased productivity is an effect of receipt of handsome dividends by the 
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workers. These are monetary in nature which is extrinsic value addition. People are more prone 

to change in behaviour due to intrinsic value addition like recognition or change in status. 

 

All the activities of human beings cannot be measured, what goes psychologically or 

inside the thought process of an individual cannot be observed. Individual behaviour cannot be 

easily predicted due to interplay of various variables, that are very complex to examine and 

implement. The job of a manager therefore is to predict the behaviour based on knowledge of 

individual his experience with him in an identical situation and behaviour pattern prevailing, 

based on the organizational culture. A manager at best can generalize a situation and should 

implement his managerial skills so that workers satisfaction level is increased. No two 

individuals are alike and they behave different in similar situations.  

 

4.9 FOUNDATION OF INDIVIDUAL BEHAVIOUR 

 

Individual behaviour is influenced by various factors. We will study those personal 

factors, which has influence on productivity, job satisfaction, absenteeism and turnover.  

 

Personal Factors 

 

 

 

Biological and Individual Factors   Emotional Intelligence           Learned Characteristics 

 

Physical attributes         Personality 

Age           Perception 

Gender          Attitude 

Marital status          Values 

Number of dependants 

Ability 

Tenure/Experience 

 

Fig. 4.1. Personal factors having influence on productivity job satisfaction, turnover and 

absenteeism 

BIOGRAPHICAL CHARACTERISTICS 

Biological and Individual Factors 

 

There are certain factors which are inherited by an individual. A person inherits physical 

appearance, way of talking, analyzing, and taking initiative in a group. Physical attributes of a 

person are important in work environment. If a manager is able to identify these factors he will 

be able to deal with each of individual employees effectively. These factors are as under: 
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Age: Age is one of the important factors to generate productivity. Younger employees are 

expected to be more energetic, adventurous, ambitions and risk takers. On the other hand old 

people are considered to be more conservative, having slow speed of work and are less 

adaptable. However productivity is related to attitude and behaviour of employees irrespective of 

age factor.  

Gender: There is no gender difference for skills that are required for problem solving, analytical 

skills, competitive drive, motivation, sociability and learning ability. It has been established that 

women are more willing to conform to authority. Men are more aggressive and have greater 

expectations from the organization. There is no difference in productivity and job satisfaction. 

Religion: Religion and culture play an important role in determining various aspects of 

individual behaviour. There is a great impact on individual who have been brought up in ideal 

religious culture concerning moral, ethics and a code of conduct. Religion and culture determine 

individual attitude towards work and compensation. Employees having high religious value are 

generally found to be hard working, honest, dependable, sociable, who can fit in the organization 

well. They are productive, innovative and think well of the organization. 

Marital Status: Marriage imposes increased responsibilities on an individual, therefore an 

individual desires to have a steady job. Married employees have fewer absences, lesser turnover 

and higher job satisfaction. Number of dependants is also a factor to be considered. There is no 

clear cut information about the impact of marital status on productivity absenteeism, turnover 

and job satisfaction. 

Tenure: Tenure is referred to as experience. Work experience is considered to be a good 

indicator of employee productivity. There is a positive relationship between seniority and job 

performance and negative relationship between seniority and absenteeism. Research indicates 

that experience and satisfaction are positively related. Seniority and experience is a better 

indicator of job satisfaction than the age of a person. 

Ability: Ability is individuals’ capacity to perform various tasks in a job. Ability is made up of 

two sets of skills: 

(A) Intellectual skills or ability and 

(B) Physical skills or ability.  

Everyone has strengths and weaknesses in ability.  What is important is to identify level 

of ability or skills and put it to optimum utilization to improve performance. 

(A) Intellectual ability: It is an ability of a person that is required to do mental activities. Higher 

IQ is not necessary to perform the job successfully. For any high job a general level of 

intelligence is adequate. Intellectual ability can be further divided into the following skills: 

(a) Number Aptitude: A person having number aptitude displays speed, accuracy and 

arithmetic inclination in the work. Such individuals can be best employed in accounts and sales 

tax departments. 
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(b) Verbal Comprehension: It refers to ability to understand what is heard or read. It is 

relationship of words to each other. People having verbal comprehension can be best employed 

as plant managers. They would be ideal to draft corporate polices. 

(c) Perceptual Speed: It is an ability to identify visual similarities and differences. Such 

individuals can be gainfully employed for investigative jobs. 

(d) Inductive Reasoning: The ability is related to individual’s skill to identify logical sequence 

in a problem and later solve the same. Such individuals can be assigned the job in research and 

development departments / organizations. 

(e) Deductive Reasoning: The ability refers to use of logic and assess the implications of an 

arguments. People with this skill can ideally foot the bill as supervisors. 

(f) Spatial Visualisation: It is an ability to imagine how an object would look if its position in 

the space were changed. Interior decorators have this skill.  

(g) Memory: It is an ability to recall past experience. Sales persons depend upon this ability in 

performance of their job. 

 

(B) Physical Ability: Physical ability refers to strength factors which includes dynamic strength 

(muscles force), trunk strength (abdominal muscles), static strength (exertion of force against 

external object) and explosive strength. Other factors relate to body coordination, balance and 

stamina. High importance of physical skills is given in police, railways, defence, revenue and 

agriculture fields where various skills are important.  

 

Emotional Intelligence  

“Emotional competence refers to the personal and social skills that lead to superior 

performance in the world of work. The emotional competencies are linked to and based on 

emotional intelligence. A certain level of emotional intelligence is necessary to learn the 

emotional competencies”, for instance, the ability to recognize accurately what another person is 

feeling, enables one to develop a specific competency such as ‘influence’. Similarly, people who 

are better able to regulate their emotions will find it easier to develop a competency such as 

initiative or achievement drive. Ultimately it is these social and emotional competencies that 

need to identify and measure, if performance want to be predicted.  For instance, the ability to 

recognize accurately what another person is feeling, enables one to develop a specific 

competency such as ‘influence’.  

 

Learned Characteristics 

 

Personality: Personality is sum total of ways in which an individual reacts and interacts with 

others. It is a dynamic organization within an individual of those psychological systems that 

determine his unique adjustments with his environment. It is the charm, positive attitude, smiling 

face, growth and the development of a person that adds to personality. Personality is greatly 

influence by the environment that a person has been brought up and the factors of heredity. 
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(a) Environment: It refers to culture in which a person is raised. Culture establishes norms, 

values and attitude that are passed on to generations. Early conditions, norms in the family, 

friend and social groups and other influences that are formative of personality. 

(b) Heredity: Heredity is transmitted through genes that determine hormone balance and leads 

to physique formation which shapes personality. Heredity refers to those factors like physical 

stature, facial attractiveness, sex, temperament, muscle composition, reflects and energy level. 

Heredity is made up of biological factors. Traits like shyness, fear and distress are passed on to 

generations. Traits are characteristics of an individual when exhibited in large number of 

situations. More consistence and more frequent occurrences in diverse situations, the more 

predominant the trait in an individual are. Different people perceive the same thing differently. It 

should be noted that we should evaluate each situation / individual carefully before forming an 

opinion.  

(c) Attitude: Attitude is a tendency to act/think in certain ways either favourably or 

unfavourably concerning objects, people or situation. For example, If I say I am satisfied with 

my job, what actually I am doing is expressing my attitude towards the job. An attitude is the 

way a person feels about a person, a place, a thing, a situation or an idea. Attitude could be 

positive or negative. Attitude can be measured either by observing the action of the individual or 

simply asking him the questions about how he would behave in a particular situation. 

(d) Values: Values are beliefs that guide actions and judgments across a variety of situations. 

Values represent basic convictions that a specific mode of conduct is personally or socially 

preferable to an opposite mode of conduct. Values are of two types, terminal value that are 

ultimate values like freedom, salvation, truth and non-violance. Instrumental values relate to 

means for achieving ends. It is a tool for acquiring terminal values. For example obedient, 

capable etc. Individual values are formed in the initial stages. They are influenced by the parents, 

teachers, friends and other social groups. Values vary from person to person. Values help in 

understanding the attitudes, and motivational level of the individuals. It helps to change the 

individual behavior. Values are of a great help to determine as to what is good and what is 

desirable. Values are so strong an instrument that it at times ulter rational decisions. An 

organization having right value system have greater chances of growth. 

 

Activity 3 

According to you why and how an individual should behave? Is it necessary to behave like that. 

If yes Why? According to you is individual behaviour influenced by various factors.  Take an 

example of your friend’s behavior and make a note of various factors that influence the behavior. 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

…………………………………………………………………………………………………….. 

 

4.10 METHODS OF SHAPING INDIVIDUAL BEHAVIOR 
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When a systematic attempt is made to change individuals’ behaviour by directing their 

learning in graduated steps, it is called shaping behavior. There are four methods of Shaping 

Behavior. They are as follows: 

 

1. Positive Reinforcement – This is the process of getting something pleasant as a 

consequence of a desired behavior, to strengthen the same behavior. For example, one get 

a commission, if he/she achieves sales target. 

Example: 

i) Bonuses paid at the end of a successful business year are an example of positive 

reinforcement. 

ii) Employees will work hard for a raise or a promotion. 

iii) Salesmen will increase their efforts to get rewards and bonuses. 

iv) Students will study to get good grades, and 

v) In these examples, the rises, promotions, awards, bonuses, good grades, are positive 

reinforces. 

2. Negative Reinforcement – This is the process of having a reward taken away as a 

consequence of a undesired behavior. For example, scholarship is withdrawn from the 

student who has not done well on the examination. Just as people engage in behaviours in 

order to get positive reinforces, they also engage in behaviours to avoid or escape 

unpleasant conditions. Terminating an unpleasant stimulus in order to strengthen or 

increase the probability of a response is called negative reinforcement. 

3. Punishment – This is causing an unpleasant condition in an attempt to eliminate an 

undesirable behavior. This is the process of getting a punishment as a consequence of a 

behavior. 

According to B. F. Skinner, punishment is still the most common technique of behaviour 

control in today’s life. When a child misbehaves, he is spanked. If a person does not 

behave as the society or law wants him to do, he is punished by arrest and jail. 

Example: Loss of pay for coming late to office. Punishment can be accomplished either 

by adding an unpleasant stimulus or removing a pleasant stimulus. The added unpleasant 

stimulus might take the form of criticism, a scolding, a disapproving look, a fine, or a 

prison sentence. The removal of a pleasant stimulus might consist of withholding 

affection and attention, suspending a driver’s license, or taking away a privilege such as 

watching television. 

Accordingly, in situations where punishment is desirable as a means of behaviour 

modification, certain guidelines would make it more effective thus minimizing its 

dysfunctional consequences. 

a) Praise in public; punish in private. 

b) Apply punishment before the undesirable behaviour has been strongly  

reinforced. Thus, the punishment should immediately follow the undesirable  

behaviour. 



14 
 

c) The punishment should focus on the behaviour and not on the person. 

4. Extinction – An alternative to punishing undesirable behaviour is extension – the attempt 

to weaken behaviour by attaching no consequences (either positive or negative) to it. It is 

equivalent to ignoring the behaviour. The rationale for using extinction is that a 

behaviour not followed by any consequence is weakened. However, some patience and 

time may be needed for it to be effective.  This type of reinforcement is applied to reduce 

undesirable behaviour, especially when such behaviours were previously rewarded. This 

means that if rewards were removed from behaviours that were previously reinforced, 

then such behaviours would become less frequent and eventually die out. For example, if 

a student in the class is highly mischievous and disturbs the class, he is probably asking 

for attention. If .the attention is given to him, he will continue to exhibit that behaviour. 

 

Both positive and negative reinforcement result in learning. They strengthen a response and 

increase the probability of repetition. Both punishment and extinction weaken behavior and tend 

to decrease its subsequent frequency 

 

Activity 4 

Do you think an individual should shape his/her behavior?  If yes write-up some methods of 

shaping individual behavior which are not discussed in this lesion. 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

…………………………………………………………………………………………………….. 

 

4.11 GROUP BEHAVIOUR 

A group can be defined as two or more interacting and interdependent individuals who 

come together to achieve particular objectives. A group behavior can be stated as a course of 

action a group takes as a family. A work group is collection of two or more individuals, working 

for a common goal and is interdependent. They interact significantly to achieve a group 

objective. For a manager it is difficult to manage group because of varied nature, personality 

traits, attitude of individuals and personal interest in the group job the group members display. It 

is therefore important for managers to understand group member behaviour and deal effectively 

with the group because of the synergy they provide. Manager should be able to achieve not only 

group objective but should be able to fulfill individual objectives within the overall 

organizational frame work.  Uma Sekaran has stated that “the synergy is a function of both 

division of labour and coordination of activities in organizations since group provide synergy 

through specialization and coordination, they are integral to the organizations functioning. There 

are socio psychological factors which come into play when a particular work is undertaken by 

the group. Personal objectives or interest have to be kept aside for the over all group objectives.” 
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Group members should be able to achieve greater (volume and quality) than the sum total 

of individual contribution. This is achieved by joint idea generation, finding out various courses 

open, and selecting and implementing the best course of action. Because of the joint efforts of 

the group, it possible to use skill, knowledge and experience of group members to achieve 

quality decisions and achieve group goals. Fred Luthans states that if a group exists in an 

organization, its members :- 

 are motivated to join 

 perceive a group as unified unit of interacting people 

 contribute to various amounts to the group processes 

 reach agreement and disagreements through various forms of interaction. 

 

Individuals form groups. They live in groups. They move in groups. They work in 

groups. Groups are important. They influence work and work behaviour. They cannot be 

ignored. They exert significant influence on the organisation. They are inseparable from 

organisation. They are useful for the organisation. They form foundation of human resources. 

The study of group behaviour is important. Individual and group behaviour differs from each 

other. Group behaviour affects productivity. The importance of group behaviour has been 

realized from time to time. Elton Mayo and his associates way back in 1920 conducted the 

famous Hawthorne experiments and came to know that the group behaviour have major impact 

on productivity. 

 

Human resources comprise individuals and individuals move in groups. Every manager 

must possess the knowledge of group behaviour along with individual behaviour. He must 

understand group psychology. He should understand individual behaviour in the context of group 

behaviour. Individual behaviour is influenced by the group behaviour. An individual’s work, job 

satisfaction and effective performance is influenced by the group in which he moves. At lower 

level of the organisation it is the small groups of employees work as a team. They have the 

responsibility to finish a task assigned to them within a stipulated period of time. If they come 

across a problem they tackle it by themselves. They get guidance from senior fellow workers in 

solving the problem and accomplishing it. It is needless to say that groups are important in 

employee’s life. They spend increasing proportion of time with the group at workplace. 

 

Group Behavior – Example Let us understand group behavior with the help of an example.  

To work on a specific project, we make a group of four members: Rohit, Raj, Sid, and 

Rahul. It is not possible for anyone of them to complete the project individually, as it may be 

time-consuming as well as not all the members as individuals have mastered the skills required 

to complete the project. This indicates the need to come together as a group.  

Moving ahead, now let us specify their roles. Rohit is the initiator as he proposes the idea 

of the project. Raj collects all the information and resources required for the project and becomes 

the informer. Sid is the clarifier as he interprets the data and saves refined information, while 
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Rahul is the summarizer as he concludes the result of project stating what is to be achieved by 

the end of the project. These are the task-oriented roles.  

When a group of people come together and present their ideas there is a fair chance of 

collision. Rohit tries to resolve all the disagreements and disputes in the first place and acts as a 

harmonizer, Sid makes sure that everybody is giving their full support and effort in the project 

and acts as a gate keeper, Raj is the one encouraging everyone and motivating them when they 

fail to try harder to complete the project and is the encourager, and Rahul tests the project at each 

stage and examines the major decision to be made and is acts as the consensus tester. These are 

the relationship-oriented roles of each member.  

Individually each of them have different tasks to fulfill. Rohit tries to be the group leader 

and impose his ideas on others and we consider him as the dominator, Rahul is always up with 

excuses to avoid the task given to him and acts as avoider, Raj is the one who opposes 

everything but is never up with some new idea and becomes the blocker and Sid takes part in 

every group activity in a non-productive way and becomes the cavalier.    

 

Important Characteristics of an Individual which has a Great Influence on Group 

Behaviour in an Organisation 

Important characteristics of an individual which has a great influence on group behaviour 

in an organisation are listed below: 

1. Qualities: Individual qualities have a strong influence on interaction among group 

members. The qualities and traits of an individual decide his way of behaviour. 

Democratic, defensive and submissive attitudes have a positive impact on group 

behaviour. Similarly, authoritarian, offensive and abrasive outlooks create distrust among 

the members of a group. Extroversion and dominance have an unhealthy impact on group 

behaviour. Self-reliance, introspection, sociability and helpful attributes of employees 

create a congenial atmosphere in the organization. 

2. Abilities: Expressed capacity is ability. A talented employee demonstrates high 

performing abilities. Trained, experienced and highly motivated employees can perform 

better because they develop high abilities for task performance. Abilities indicate what 

the individual is able to do and how well he can interact with group members. The 

relationship between abilities and performance is positive. Employees having more 

abilities perform the task in a better manner. They behave well within the group and 

contribute significantly to the development of the organization. If the abilities of these 

employees are accepted, they tend to contribute more happily to the organization. Task-

related and personality-related abilities have shown positive contributions to group 

behaviour. 

3. Personal characteristics: Personal characteristics such as age, sex, physical features, 

personality, appearance and mental aptitude have an impact on group behaviour and 

performance. An aged person is found more competent in group interaction than a 

younger person. A more pleasing atmosphere is created with pleasing faces. Mentality 
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and spirituality have a certain impact on group behaviour. The combined impact of 

personal characteristics may be positive, although the impact of a single characteristic is 

not accurately measurable. Positive attitudes have a positive impact on group 

performances. 

4. Expectations: Employees’ expectations have always been controlling factors of 

behaviour. High hopes lead to poor performances, as high hopes are not fulfilled by 

management. Similarly, if the employee’s expectations are fulfilled, they get more 

satisfaction. Expectations of employees influence interpersonal relationships, rewards and 

performances. Unsatisfied expectations or ambiguous expectations cause frustration, 

disappointment and low turnover. Proper guidance, autonomy and feedback lead to 

proper behaviour. Employees’ expectations should not only be linked with performance, 

but with the following of standard rules, procedures and policies. It is expected that 

employees will follow the organizational policies and practices. 

 

Groups influence individual decision-making processes 

Groups influence individual decision-making processes in a variety of ways, such as 

groupthink, groupshift, and deindividuation. “Group behavior” refers to the ways people behave 

in large- or small-group situations. People join groups for a multitude of reasons, most frequently 

because membership satisfies a need of the individual. Group membership can provide 

companionship, survival and security, affiliation status, power and control, and achievement. 

There is currently no universal description of what constitutes a group, though research has 

identified a few common requirements that contribute to recognition of a group: 

 

 Interdependence—Individual members must depend, to some degree, on the output of 

the collective members. 

 Social interaction—Accomplishing a goal requires some form of verbal or nonverbal 

communication among members. 

 Perception of a group—All members of the collective must agree they are part of the 

group. 

 Commonality of purpose—All members of the collective come together to attain a 

common goal. 

 Favoritism—Members of the same group tend to be positively prejudiced toward other 

members and discriminate in their favor. 

 

Groups Influence Individual Behavior 

Individual behavior and decision making can be influenced by the presence of others. 

There are both positive and negative implications of group influence on individual behavior. For 

example, group influence can often be useful in the context of work settings, team sports, and 

political activism. However, the influence of groups on the individual can also generate negative 

behaviors. While there are many ways a group can influence behavior, we will focus on three 
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key phenomena: groupthink, groupshift, and deindividuation. Groupthink happens when group 

members, faced with an important choice, become so focused on making a smooth, quick 

decision that they overlook other, possibly more fruitful options. Groupshift is a phenomenon in 

which the initial positions of individual members of a group are exaggerated toward a more 

extreme position. Deindividuation happens when a person lets go of self-consciousness and 

control and does what the group is doing, usually with negative goals or outcomes. We will 

discuss these more in detail below. 

 

Groupthink 

Groupthink is a psychological phenomenon that occurs within a group of people, in 

which the desire for harmony or conformity in the group results in an incorrect or deviant 

decision-making outcome. It has been further defined as a mode of thinking that people engage 

in when they are deeply involved in a cohesive group, when the members’ strivings for 

unanimity override their motivation to realistically appraise alternative courses of action. Group 

members try to minimize conflict and reach a consensus decision without critical evaluation of 

alternative ideas or viewpoints. Several conditions must take place for groupthink to occur: the 

group must be isolated from outside influences;  loyalty must prevent individuals from raising 

controversial issues of alternative solutions; there must be a loss of individual creativity and 

independent thinking; and the group must experience the “illusion of invulnerability,” an inflated 

certainty that the right decision has been made.  

Typically the group is under a high level of pressure to make a decision, and it lacks an 

impartial leader. These factors can lead a group to make a catastrophically bad decision. Nazi 

Germany is often cited as a prime example of the negative potential of groupthink because a 

number of factors, such as shared illusions and rationalizations and a lack of individual 

accountability, allowed for a few powerful leaders to enlist many otherwise “normal” people in 

committing mass acts of violence. While groupthink is generally accepted as a negative 

phenomenon, it has been proposed that groups with a strong ability to work together are able to 

solve problems more efficiently than individuals or less cohesive groups. 

 

Groupshift 

Groupshift is the phenomenon in which the initial positions of individual members of a 

group are exaggerated toward a more extreme position. When people are in groups, they assess 

risk differently than they do when they are alone. In the group, they are likely to make riskier 

decisions as the shared risk makes the individual risk seem to be less. What appears to happen in 

groups is that discussion leads to a significant shift in the position of the members to a more 

extreme position in the direction they were all already leaning. A group of moderate liberals may 

shift from moderate to strongly liberal views when in a group together. A group of mildly racist 

people may become viciously racist when together. The theory behind this shift is that the group 

dynamic allows the individual members to feel that their position is correct or supported, and 

they will feel more comfortable taking on more extreme views, as other members of the group 
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support their initial ideas. The extreme ideas seem less risky as it appears the view is held by 

numerous like-minded people. 

 

Deindividuation 

Deindividuation is exactly what the word implies: a loss of one’s individuality. Instead of 

acting as individuals, people experiencing deindividuation become lost in a group. This often 

means that they will go along with whatever the group is doing, whether it be rioting, looting, 

lynching, or engaging in cyberbullying. Some people posit that this happens because individuals 

experience a sense of anonymity in a group. The larger the group, the higher the incidence of 

deindividuation, which is characterized by an individual relinquishing self-consciousness and 

control and doing what the group is doing. This occurs when people are moved by the group 

experience to do things that, without the group for support, they would not normally do. It is 

important to distinguish deindividuation from obedience (when a person yields to explicit 

instructions or orders from an authority figure), compliance (when a person responds favorably 

to a request from others) and conformity (when a person attempts to match his attitudes to group 

norms, versus the total relinquishing of individuality seen in deindividuation). 

 

Activity 5 

You might have worked with groups.  Analyse your and other group members behaviours.  What 

makes them to behave differently from others? Among that which behavior is righteous? Think 

and discuss with your groups. 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

…………………………………………………………………………………………………….. 

 

4.12 THEORIES OF GROUP BEHAVIOUR 

Propinquity Theory of Group Behaviour (George Homes 1950-60) 

Propinquity means affiliation which may be due to spatial or due to geographical 

proximity. Group Behaviour refers to activities, interactions and sentimements. In any 

organization, the behaviour of a group is analysed based on ‘required’ behaviour that refers to 

those actions the organization expects employees to perform effectively. It relates to the job that 

each group has to perform. The instructions for job performance are communicated to the group 

by way of job description, meetings, instructions by supervisors to the workers and other formal 

instructions that may be used from time to time. The managers expect that the employees follow 

these instructions in letter and spirit. While on the contrary, members of the group display an 

emergent behaviour. It refers to the activities the members get involved in the workplace which 

are of private nature and applicable to common interest of the members of the group. Whatever 

be the type of behaviour, each member is involved in various activities, carryout interaction with 

group members and develops sentiments. Let us see as to how does this phenomenon occur? 
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Activities are those behaviours when a group member is involved with other member or group to 

perform his duties as is laid down in the work schedule.  

More complex the job and critical nature of work, more will be the activities involved. 

These are certain activities like chatting or taking coffee together is called emergent activities 

that the group often gets involved. Activities that are required to be carried out officially with the 

other members of the group involves interaction. Group member also interact with other 

members on social platform, which may be called emergent behaviour that relates to feelings, 

beliefs and values held by group members. All these activities require interaction and exchange 

of knowledge, knowhow and ideas to perform. More of such interactions develop a bond of 

friendship (or even hate) among the group members. Apart from official side there are certain 

impersonal side of organizational systems and process that must be promoted for better group 

member relationship for higher productivity and conflict free organizational work environment. 

 

Balance Theory 

Balance theory was proposed by Theodore Newcomb that states “persons are attracted to one 

another on the basis of similar attitudes and common interest relevant to some object or a group 

goal”. As long as there is a balance, the relationship lasts. If due to some reason an imbalance is 

created efforts are made by both to restore the balance by compromising. If that does not work 

the relationship breaks. Reasons for maintaining relationship is based on common interest in 

politics, religion, similar life style, authority etc. In the Organization interest, it is the 

responsibility of the manager to ensure effective functioning of the group. 

 

Exchange Theory 

Exchange theory is based on cost-reward relationship. Every individual before joining the 

group evaluates its outcome. If he feels that the outcome (reward) is greater than the cost he joins 

the group, he will form the part of the group. It should be noted that an individual joins group if a 

minimum positive level of outcome exists in order to establish attraction and affiliation to take 

place. The cost of relationship or affiliation is measured in terms of outcome that relates to 

fulfillment of various levels of needs of an individual. 

Group Dynamics 

Group dynamics is concerned with interaction and forces between group members in a 

social situation. Concept of group dynamics was first evolved by Kurt Lewin in 1930s who 

viewed the concept from the perspective of internal nature of group, why they form, how they 

form, the structure of group, how they function and its effect on other group members, other 

groups and the organization. Following concepts are relevant for the study of group dynamic. 

 

4.13 ANALYSIS OF GROUPS BEHAVIOUR 

The process of group discussion is concerned with the analysis of behaviour from the 

viewpoint of its function. If a group is to be effective, then whatever its structure or the pattern of 
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interrelationships among its members, there are two main sets of functions or processes that must 

be undertaken – task functions and maintenance functions. 

 Task functions are directed towards problem solving, the accomplishment of the tasks of 

the group and the achievement of its goals. Most of the task-oriented behaviour will be 

concerned with ‘production’ activities, or the exchange and evaluation of ideas and 

information.  

 Maintenance functions are concerned with the emotional life of the group and directed 

towards building and maintaining the group as an effective working unit. Most of the 

maintenance-oriented behaviour will be concerned with relationships among group 

members, giving encouragement and support, maintaining cohesiveness, and the 

resolution of conflict. 

 

In addition to these two types of behaviour, members of a group may say or do something in 

attempting to satisfy some personal need or goal. The display of behaviour in this way is termed 

self-oriented behaviour. 

The simple grid can be completed by drawing on the information about the classification 

of member roles. 

 Group task roles. These assume that the task of the group is to select, define and solve 

common problems. Any of the roles may be performed by the various members or the 

group leader. 

 Group building and maintenance roles. The analysis of member-functions is oriented 

towards activities which build group-centred attitudes, or maintain group-centred 

behaviour. 

Contributions may involve a number of roles, and members or the leader may perform 

each of these roles. 

 Individual roles. These are directed towards the satisfaction of personal needs. Their 

purpose is not related to either group task or group functioning. 

 

4.14 GROUP NORMS 

“Group Norms are set of beliefs, feelings, and attitude commonly shared by group 

members. These are also referred to as rules of standards of behaviour that apply to group 

members”. These are prescriptions of behabiour accepted and determined by the group. As per 

the Handbook of Industrial and Organizational Psychology, the Norm is defined as “acceptable 

standards of behaviour that are shared by the group members.” All groups have established 

norms, that is - norms tell members what they ‘ought’ and ‘ought not’ to do a thing under certain 

circumstances. From an individual stand point, they tell what is expected of them in certain 

situations. When agreed to and accepted by the group, norms act as a means of influencing the 

behaviour of group members with a minimum of external control. Norms differ among groups, 

communities and societies, but they all have them. 
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Behaviour of an individual as a group member must be acceptable to all the members, 

this will give an individual “Good standing” and recognition in the group. If norms are violated 

by an individual, corrective measures such as strokes are applied. In case the individual persist in 

his behaviour contrary to the group norms he will be totally neglected by other members and can 

even loose the membership of the group by way of total ignorance by other members of the 

group and thereby loosing status in the group. 

 

Types of Norms 

Norms may differ from organization to organization, nature of work and the location. 

Following norms are generally found and practiced by all the organizations. 

(a) Performance Norms: Performance standard is set by the individual worker and approved by 

the superiors. These are general norms, industry standards prevailing in a particular type of 

industry and restricted to geographical limits. All the individuals are expected to fulfill their task 

within the stipulated time. If some worker is slow and can not cope up with the work load, is 

assisted by other group members. On the contrary if some worker produces more than what is 

required to do is reprimanded by the group members and discouraged to produce more than 

upper limits set by the organization so that management does not raise their expectations. 

(b) Appearance Norms: Appearance norms is related to dress code and code of conduct in the 

organization. In good organization dress while on work, dress for sports function or for dinner 

are laid down. In defence services such norms are inbuilt in the organizational culture. As 

regards to code of conduct, an individual is expected to be loyal and display total dedication to 

the organization he serves. Workers are not expected to report about fellow workers to the 

superiors. In the same way members are not expected to divulge company secrets to any other 

organization, no matter how much tension prevails between workers and management. Group 

norms is a very powerful tool for high productivity and maintenance of peaceful relationship 

among the fellow workers. 

(c) Behaviour Norms: Guidelines for general behaviour are issued by the management so that 

all the employees display behaviour in an identical manner. These guidelines may cover various 

aspects relating to the work. This may include time management, punctuality, salutation, 

showing respect to the views of other members behavior while on shop floor and level of 

professionalism that an individual should possess. These norms eventually take the form of 

organization culture and are very useful for bringing down the conflict or stress level among the 

group members. 

 

4.14 SUMMERY 

 

The concept of group came in existence along with division of work. The group is 

collection of two or more indivisuals working for a common goal and are inter dependent. To 

achieve organizational objective the group has to accomplish its (group) objective so that the 

‘whole’ is achieved. The Behavioral models are different than situational theories, which are 
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focused on the application, effectiveness, of leadership styles to the different operating 

environments found in the workplace. In simple words, nature of people is the basic qualities of a 

person, or the character that personifies an individual they can be similar or unique. Talking at 

the organizational level, some major factors affecting the nature of people have been highlighted.  

They are Individual Difference, Perception, A whole person, Motivated behavior and 

Value of person. Behavior is the study of both group and individual performance and action 

within an enterprise. This field of study scans human behavior in the working atmosphere. It 

determines its effect on job structure, performance, communication, motivation, leadership, 

decision making abilities. A group can be defined as two or more interacting and interdependent 

individuals who come together to achieve particular objectives. A group behavior can be stated 

as a course of action that takes as a family. Norms are the acceptable standards of behavior 

within a group that are shared by the group members. Every group develops its own customs, 

values, habits and expectations for how things need to be done.   

 

Activity 6 

Is the individual behavior differs when he/she is single or in a group? If yes why? Behaviour 

should rely on norms. Behaviour changes according to the situations.  Whether these changes in 

behavior are useful for development? Do you want to change your behavior after getting aware 

of this concept? Discuss and make a note for better behaviour. 

………………………………………………………………………………………………………

………………………………………………………………………………………………………

………………………………………………………………………………………………………

…………………………………………………………………………………………………….. 

 

4.15 SELF-ASSESSMENT QUESTIONS 

1. What is mean by behavior? 

2. Describe behavior analysis at different levels? 

3. Describe individual behavior framework, causes? 

4. Factors influencing individual behavior? 

5. Methods of shaping individual behavior? 

6. Define group behavior with types? 

7. Describe the group roles? 

8. What are the five stage model of group development? 

9. Describe the group structure? 
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LESSON-5: PERCEPTION AND ATTITUDE  

 

Objectives 

After going through this lesson, you should be able to: 

- Understand the Perceptual Process and the Influencing Factors Thereof. 

- Identify the Factors Determining the External and Internal Stimuli. 

- Know the attitude formation of an individual. 

 

Lesson Outline 

5.1 Introduction 

5.2 Factors Influencing Selection of Stimuli 

5.3 Factors Influencing Perception 

5.4 Managing the Perception Process 

5.5 Attitude  

5.6 Formation of Attitude 

5.7 Attitude Change 

5.8 Review Questions 

 

5.1 INTRODCUTION 

 

Perception is closely related to attitudes. Perception is the process by which organisms 

interpret and organize sensation to produce a meaningful experience of the world (Lindsay & 

Norman, 1977). In other words, a person is confronted with a situation or stimuli. The person 

interprets the stimuli into something meaningful to him or her based on prior experiences. 

However, what an individual interprets or perceives may be sub-stantially different from 

reality. 

 

Perception is how people look at and understand the things. It is a unique interpretation of the 

situation rather than recoding of it. Perception is a complex cognitive process of 

understanding the world, sometimes not in its real form. Perception is a learning process and 

hence it differs from person to person. As a result, the same stimuli may produce different 

behaviours and responses. In managing the organizations, particularly in dealing with the 

people, managers should be able to understand the perceptions of the people. It is in this 

context, an attempt is made here to explain the perceptual process, factors influencing 

perceptions and managing the perceptions to the advantage of the organization. 

 

Perceptual Process 

 

Perception is the process by which people select, organize, interpret and respond to 

information from the world around them. This information is obtained through the senses 

namely, seeing, hearing, touch, taste and smell. 

 

Perception may be defined as the process of receiving, selecting, organizing, interpreting, 

checking, and reacting to sensations. It is also defined as ‘a process by which individuals 

organize and interpret their sensory impressions in order to give meaning to their 

environments.’ The perceptional processes show that their functioning is affected by three 

variables – the objects perceived, the environment in which perception occurs, and the 

individual perceiving the objects. 
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Figure 1.1: The Perceptual Process 

 

In the above diagram, you may find that the important aspects of perception are selection and 

organization. Different people perceive an object differently both in terms of what they 

selectively perceive and how they organize and interpret the things perceived. A person’s 

selection process involves factors internal to the person as well as external to him. It is, in 

fact, a complex set of factors that determine the perception of an individual. 

 

Similarly, an individual organizes the selected stimuli into meaningful patterns. The 

interpretation of what is perceived may vary widely. For example, a wave of hand may be 

interpreted as a friendly gesture or it may be interpreted as a sign of threatening depending on 

the circumstances and the state of mind of the two people. Therefore, quite often the people 

perceive things differently and behave on the basis of those perceptions. Managers in 

organizations should understand that people’s perceptions differ and at times they also go 

wrong. 

 

Activity-A 

Find how the stimuli to respond in case of kids at the home. 

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

 

5.2 FACTORS INFLUENCING SELECTION OF STIMULI 

 

External Factors Influencing Selection 

 

The external factors influencing selection are nature, intensity, size, contrast, repetition, 

motion, and novelty and familiarity. 

 

Nature 

 

By this we try to understand the nature of the object. Is it a visual object? Does it have words, 

pictures, people or animals? Pictures attract attention more than words and a picture with 

human beings attracts attention more than a picture with inanimate objects. That is why 

cartoons and caricatures draw more attraction. 

 

Intensity 

 

The intensity principle conveys that if the external stimulus is more intense in nature, the 

more it is likely to be perceived by the individual. That is why people pay more attention to 

loud noise, strong odour or bright light. At work places, superiors speak loudly to 

subordinates for this reason only. 

 

Size 

Like intensity, size also matters very much. Larger objects are likely to be perceived more by 

the individuals than the smaller ones. A maintenance engineer gives greater attention to a 

bigger machine than a smaller one. 

Contrast 
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The contrast principle suggests that the external stimulus that stands out distinctly against the 

background or the one that is quite unusual will receive greater attention of the people. 

 

Repetition 

 

The principle of repetition suggests that a repeated external stimulus draws more attention 

than a single one. The several advertisements of various products shown daily on TVs are 

based on the principle of repetition only. This principle also explains why supervisors have to 

give directions to workers repeatedly for even simple tasks. 

 

Motion 

 

According to this principle, people pay greater attention to moving objects rather than 

stationary objects. That is why advertisers create signs that incorporate moving parts. 

 

Novelty and Familiarity 

 

This principle states that either a novel or a familiar external situation can better serve to 

draw attention. New objects in familiar settings or familiar objects in new settings are likely 

to draw the attention of the perceiver. Job rotation is followed in organizations for this 

reason. For instance, workers will pay greater attention to the tasks assigned to them in the 

new jobs in order to prove themselves and gain acceptance in the new job. 

 

Internal Factors Influencing Selection 

 

Internal factors influencing selection of stimuli are personality, learning, and motivation. 

They are explained below. 

 

Personality 

 

It cannot be disputed that personality has a significant impact on what and how people 

perceive. The various personality dimensions influence the perceptual process. A 

conscientious person is likely to pay greater attention to external environmental stimuli than a 

less conscientious person who is likely to be careless, impulsive and irresponsible. On the 

other hand, conscientious people tend to organize their perceptions into clear categories, 

receive information quickly and in an organized manner. They are careful and methodical in 

their perceptual selection and organization. 

 

Learning 

 

Perceptual selection is also affected by learning. Learning determines the development of 

perceptual sets. Perceptual set means the expectation of particular interpretation based on past 

experience with the same object. This is also known as cognitive awareness by which the 

minds organizes information and form images and compare them with previous exposures to 

similar stimuli. In organizations employees’ experiences are influenced by their perception 

very much. In making decisions, managers are also influenced by their functional 

background. However, it is necessary for managers to rise above their own experiences and 

be able to solve the problems in an appropriate way. Individual differences lead to perceptual 

bias. This bias can be overcome through education and experience. 

Motivation 

 

Motivation also plays an important role in influencing the process of perception. For 

example, a hungry person is likely to be sensitive to the sight or smell of food than a non 
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hungry person. Likewise if the person is deprived of sleep, he looks for a situation in which 

he can have a comfortable sleep. Generally, people perceive things that help in satisfying 

needs and those that were found rewarding in the past. The relationship between motivation 

and perception is explained through Collenyannia Principle which states that people process 

pleasant events more efficiently and accurately than the unpleasant events. 

 

5.3 FACTORS INFLUENCING PERCEPTION 

 

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

emanate from three sources – the perceiver, the perceived and the situation. 

 

The Perceiver 

 

When a person looks at a target, his interpretation of it is influenced by his personal 

characteristics like his needs, past experience, habits, personality, values, and attitudes. A 

person with a strong need for ego satisfaction may select out from a situation and emphasize 

signals that tend to satisfy the desire for self esteem. Similarly, negative attitudes toward 

unions may cause a manager to look for antagonisms in even routine visits by local union 

officials to the organization. These and other personal factors will determine what a person 

gives attention to in a situation and how these cues are interpreted as a basis for decision-

making and action responses. 

 

The Perceived 

 

Characteristics in the target / object that are being observed may influence what is perceived. 

The physical attributes, appearance, and behaviour of other persons in the situation also 

influence how the object is perceived. Physical attributes of a person are related to age, sex, 

height, and weight. A young person exercising authority in a situation is viewed differently 

from an older person doing the same thing. Personal attire and appearance are also relevant 

factors in the formation of perceptions. 

 

The Situation 

 

The context in which we see the objects or events is important. The physical, social and 

organizational elements of the situation or event may also influence perceptions. A 

subordinate calling his boss by the first name may be perceived quite differently when 

observed in a typical Indian office as opposed to in a social reception. Though the perceiver 

and the perceived are the same, it is the situation that makes a difference. Such background 

characteristics of the situation or context are additional factors that can affect how the 

situation is perceived by the different persons. The following Diagram shows the summary of 

the factors influencing perception. 

 

 

 

 

 

 

 

 

 

 

Figure 1.2: Factors Influencing Perception 
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5.4 MANAGING THE PERCEPTION PROCESS 

 

Successful managers understand the importance of perceptions as influences on behaviour, 

and handle them accordingly. They are aware of perceptual distortions and accept that 

perceptual differences are likely to exist in any situation. With this knowledge, they make 

appropriate decisions that are acceptable to all persons concerned. The perceptual skills of a 

manager will help him in the following ways. 

 

High level of self awareness 

 

 

As already made clear, individual needs, experience, and expectations will all affect 

perceptions. The successful manager understands this and is able to identify when he is 

inappropriately distorting a situation because of such perceptual tendencies. 

 

Seek information from various sources for decisions 

 

 

The successful manager minimizes the bias of personal perceptions by seeking out the 

viewpoints of others. These insights are used to gain additional perspective on situations and 

the problems or opportunities they represent. 

 

Empathy 

 

 

As is understood, different people look at the same situation differently. The successful 

manager rises above the personal impressions and tries to understand problems as felt by 

other people. 

 

Influence of perceptions on other people 

 

 

People act according to their own perceptions. If felt necessary, the successful manager 

influences the perceptions of others in such a way that the work events are interpreted as 

accurately as possible and to the advantage of all concerned. 

 

Avoid common perceptual distortions 

 

 

Perceptual distortions include the use of stereotypes and halo effects, as well as selective 

perception and projection. Successful managers are self disciplined and sufficiently aware 

that the adverse impact of these distortions is minimized. 

 

Avoid inappropriate attributions 

 

 

A person has a tendency to explain why events happened the way they did or why people 

behaved as they did. The successful manager is wise enough to establish the real reasons for 

the things that happen and avoid the tendency of making quick or inappropriate attributions. 
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Activity-B 

How you are influencing your behavior with external and internal factors 

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

 

Perception- Theories:  

A person’s awareness and acceptance of the stimuli play an important role in the perception 

process. Receptiveness to the stimuli is highly selective and may be limited by a person’s 

existing beliefs, attitude, motivation, and personality (Assael, 1995). Individuals will select 

the stimuli that satisfy their immediate needs (perceptual vigilance) and may disregard stimuli 

that may cause psychological anxiety (perceptual defense). 

 

The perception process follows four stages:  

Stimulation, 

Registration 

Organization 

 Interpretation 

 

Broadbent (1958) addressed the concept of perceptual vigilance with his filter model. 

Broadbent argued that, on the one hand, due to limited capacity, a person must process 

information selectively and, therefore, when presented with information from two different 

channels (i.e., methods of delivery such as visual and auditory), an individual’s perceptual 

system processes only that which it believes to be most relevant. However, perceptual 

defense creates an internal barrier that limits the external stimuli passing through the 

perception process when it is not congruent with the person’s current beliefs, attitudes, 

motivation, etc. This is referred to as selective perception. Selective perception occurs when 

an individual limits the processing of external stimuli by selectively interpreting what he or 

she sees based on beliefs, experience, or attitudes (Sherif & Cantril, 1945). 

 

Broadbent’s filter theory has been updated in recent years. A “Selection-for-Action View” 

suggests that filtering is not just a consequence of capacity limitations, but is driven by goal-

directed actions (Allport, 1987,1993; Neumann, 1987; Van der Heijden, 1992). The concept 

is that any action requires the selection of certain aspects of the environment that are action 

relevant and, at the same time, filtering other aspects that are action irrelevant. Therefore, 

when one is working toward a goal, one will skip over information that does not support 

one’s plan. Recent studies of the brain have also led to new models, suggesting multiple 

channels of processing (Pashler, 1989) and selective perception as a result of activation of 

cortical maps and neural networks (Rizzolatti & Craighero, 1998). In any case, people are 

selective in what they perceive and tend to filter information based on the capacity to absorb 

new data, combined with preconceived thoughts. 
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Attribution Theory 

Since the 1950s, researchers have tried to understand and explain why people do what they 

do. Attribution theory was first introduced by Heidler (1958) as “naive psychology” to help 

explain the behaviors of others by describing ways in which people make casual explanations 

for their actions. Heidler believed that people have two behavioral motives: 

 

(1) The need to understand the world around them; and  

(2) the need to control their environment.  

 

Heidler proposed that people act on the basis of their beliefs whether or not these beliefs are 

valid. Weiner (1979) suggested that individuals justify their performance decisions by 

cognitively constructing their reality in terms of internal–external, controllable– 

uncontrollable, and stable–unstable factors. 

 

According to Weiner (1979), when one tries to describe the processes of explaining events 

and the relating behavior, external or internal attributions can be given. An external 

attribution assigns causality to an out-side agent or force. An external attribution claims that 

some outside force motivated the event. By contrast, an internal attribution assigns causality 

to factors within the person. An internal attribution claims that the person was directly 

responsible for the event. Controllability refers to whether the person had the power to exert 

control over the events of the situation. Finally, stability of the cause relates to whether the 

behavior is consistent over time because of the individual’s values and beliefs or be-cause of 

outside elements such as rules or laws that would govern a per-son’s behavior in the various 

situations.  

 

Attribution theory is a concept from social psychology that allows people to offer 

explanations for why things happen and is more concerned with the individual’s cognitive 

perceptions than the underlying reality of events (Daley 1996). As such, fundamental 

attribution error occurs when the influence of external factors is underestimated and the 

influence of internal factors is overestimated in regard to making judgments about behavior. 

Self-serving bias is the tendency for individuals to at-tribute their own successes to internal 

factors while putting the blame for failures on external factors.  

 

When employees make attributions about a negative event that happened at work, they tend 

to underemphasize internal (dispositional) factors such as ability, motivation, or personality 
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traits and overemphasize (external) situational factors. For example, some workers are “high 

achievers” because of their attributions. They approach rather than avoid tasks because they 

are confident of success due to their ability and effort. These “high achievers” persist when 

the work gets more difficult rather than giving up because achieving their goals is self-

rewarding and they will attribute their success to their personal drive and efforts. In contrast, 

the unmotivated “external” person will avoid or quit difficult tasks be-cause he or she tends 

to doubt his or her ability and attributes success to luck or other factors out of his or her 

control. Such “external” persons have little drive or enthusiasm for work because positive 

outcomes are not thought to be related to their direct effort.  

 

Managers are often in a position where they make causal attributions regarding an 

employee’s behavior or work pattern. Kelley’s (1967, 1973) model of attribution theory 

incorporates three attributions: consensus, consistency, and distinctiveness.  

 

Consensus relates to whether an employee’s performance is the same as or different from 

other employees. Consistency refers to whether the employee’s behavior is the same in most 

situations. Whereas distinctiveness asks the question, “Does the employee act differently in 

other situations?” Managers will attribute an employee’s behavior to external causes such as 

task difficulty, if there is high consensus, low consistency, and high distinctiveness. As an 

example, the regional director of an international pharmaceutical company attributes her top 

salespersons’ inabilities to reach their annual sales goals for a specific drug used to treat 

gastrointestinal conditions to recent negative media coverage of another but similar drug’s 

linkage to a high number of patients suffering strokes (e.g., adverse effects to the drug). 

Managers will attribute an employee’s behavior to internal factors, such as lack of ability, if 

there is low consensus, high consistency, and low distinctiveness. Managers need to 

remember that there are many issues that factor into this process, and that organizational 

history, personal experiences, individual tendencies (toward internal versus external views of 

causality, intrinsic versus extrinsic motivations), and prior knowledge all impact perceptions 

of causes. Managers should avoid the “blame game” and focus on correcting workplace 

behavior. 

 

Social Perception  

Social perception is how an individual “sees” others and how others perceive an individual. 

This is accomplished through various means such as classifying an individual based on a 

single characteristic (halo effect), evaluating a person’s characteristics by comparison to 

others (contrast effect), perceiving others in ways that really reflect a perceiver’s own 
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attitudes and beliefs (projection), judging someone on the basis of one’s perception of the 

group to which that person belongs (stereotyping), causing a person to act erroneously based 

on another person’s perception (pygmalion effect), or controlling another person’s perception 

of oneself (impression management).  

 

Halo Effect  

The halo effect occurs when an individual draws a general impression about another person 

based on a single characteristic, such as intelligence, sociability, or appearance. The perceiver 

may evaluate the other individual high on many traits because of his or her belief that the 

individual is high in one trait. For example, if an employee performs a difficult accounting 

task well due to the manager’s belief of the employee’s high intelligence, then the manager 

may also erroneously perceive the employee as having competencies in other areas such as 

management or technology.  

 

The halo effect is applicable to individuals’ perceptions of others and of organizations. For 

example, a hospital that is well known for its open heart and cardiac programs may be 

perceived in the community as excellent in other departments such as obstetrics or 

orthopedics whether proven to be true or not.  

 

Opposite to the halo effect is the horn effect, whereby a person evaluates another as low on 

many traits because of a belief that the individual is low on one trait that is assumed to be 

critical (Thorndike, 1920). A study on obesity conducted with health professionals and 

researchers reflects the horn effect concept. Study participants were asked to complete an 

Implicit Associations Test to assess overall implicit weight bias (associating “obese people” 

and “thin people” with “good” vs “bad”) and three ranges of stereotypes: lazy–motivated, 

smart–stupid, and valuable–worthless. The study respondents were much quicker to pair 

“fat’’ with “lazy’’ and other negative traits and/or stereotypes (Schwartz, Chambliss, 

Brownell, Blair & Billington, 2003).  

 

Contrast Effects 

Research has provided evidence that perceptions are also subject to what is termed perceptual 

contrast effects. Contrast effects relate to an individual’s evaluation of another person’s 

characteristics based on (or affected by) comparisons with other people who rank higher or 

lower on the same characteristics. For example, Wedell, Parducci, and Geiselman (1987) 

found that, if compared to a highly attractive person, a target person of average attractiveness 

is judged less attractive than he or she would have been if rated on his or her own. When 
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asked to contrast a target person with persons who were more physically attractive, ratings of 

attractiveness of the target were more negative; and when the target person was compared 

with those less attractive, it resulted in more positive evaluations (Thornton & Moore, 1993). 

In other words, the contrast effect relates to how an individual is perceived in relation to 

others around him or her. The contrast effect not only applies to the perception of 

attractiveness, but it has also been shown to influence self-esteem, public self-consciousness, 

and social anxiety (Thornton and Moore, 1993). It stands to reason that a worker’s 

performance would be judged in contrast to the workers around him or her. However, 

managers need to be aware of this contrast effect bias when interviewing job candidates or 

evaluating a worker’s performance. 

 

Projection 

Whereas, contrast effect is the perception of an individual based on the comparison to others, 

projection is the attribution of one’s own attitudes and beliefs onto others. All of us are guilty 

of unconsciously projecting our own beliefs onto others. Sigmund Freud (1894), along with 

his daughter Anna Freud (1936), suggested that projection was a defensive mechanism, 

where we attribute our own attitudes onto someone else as a defense against our feelings of 

anxiety or guilt. Projection can mean ascribing to others the negatives that we find inside 

ourselves, thereby protecting our self-esteem. Who has never blamed others for making them 

late to work, going off a diet, or being in a bad mood (when it was themselves at fault)? 

Projection is an interesting human tendency. Projection allows an individual to perceive 

others in ways that really reflect oneself because, in general, people are in favor of those who 

are most like themselves. 

 

Stereotyping 

In 1798, printers invented a new way to permanently fix and reproduce visual images. This 

precursor to modern photographic printing processes was called stereotyping. Over time, 

this word came to apply not just to visual printed images, but also to how we fit attributes of 

ability, character, or behavior to groups and/or populations in order to make generalizations. 

As such, the term stereotype is defined to mean a conventional image applied to whole 

groups of people, and the treatment of groups according to a fixed set of generalized traits or 

characteristics.  

 

Although stereotyping can be positive because it allows us to organize a very complex world, 

it may be considered negative if used as overly generalized views about groups of 

individuals. Researchers suggest that stereotypes wield a strong, covert influence on human 
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behavior (even among those who do not agree with stereotypes). Social researchers have 

revealed that it is relatively easy for stereotypes to be activated across a wide range of 

contexts and situations, based on many factors including race, gender, religion, physical 

appearances, disability, and occupation (see Bargh, Chen & Burrows, 1996).  

 

Stereotyping regarding race and ethnicity is problematic for health-care professionals and 

health service organizations. The Institute of Medicine (2003) found that “racial and ethnic 

minorities tend to receive a lower quality of healthcare than non-minorities, even when 

access-related factors, such as patients’ insurance status and income are controlled . . . and 

found evidence that stereotyping, biases, and uncertainty on the part of healthcare providers 

can contribute to unequal treatment” (p. 1).  

 

In addition to stereotyping racial and ethnic minorities, healthcare professionals have a 

tendency to stereotype other groups, such as the elderly, homeless, disabled, and those 

suffering from obesity. The elderly are often stereotyped as infirm, inflexible, weak, deficient 

in vision and hearing, and unable to advocate for themselves on health issues. Another 

example is the homeless or “skid row” population. There is a tendency to stereotype this 

group as either the elderly alcoholic male, or perhaps the disheveled bag lady. However, 

homelessness affects families, children, and young people—groups that do not fit the typical 

stereotype of “homeless.”  

 

One of the most common forms of stereotyping is on the issue of gender and leadership. 

Women hold positions at all levels within healthcare organizations, but as noted in Chapter 2, 

only 40 percent hold senior healthcare management positions. The influence of gender 

stereotypes is one possible explanation of why it is sometimes difficult for people to accept 

women as leaders in the workplace. Traits often attached to leader-ship are “masculine” 

qualities such as courage, persuasiveness, and assertiveness. As such, an aggressive male 

leader may be viewed as “ambitious,” compared with an assertive female leader who may be 

viewed as “pushy.” This is, in part, because the female leader’s behavior violates a gender 

stereotype that women are not so assertive.  

 

Everyone uses stereotypes because it helps us simplify our world. However, most often we 

do not take the time to understand why we are perceiving groups in a certain way. We revert 

to our cognitive prototypes and ignore relevant information. These habits and biases are 

learned and, thus, can be unlearned. Training exercises can help to sensitize individuals to 

issues of bias, racism, sexism, ageism, and others. One goal of management is to assist staff 
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in recognizing that stereotypes are illogical by challenging these faulty cognitions. The need 

to challenge gender and other stereotypes in the workplace is one of the reasons so much 

increased attention has been placed on managing diversity in organizations as discussed in 

Chapter 2. It is important to be aware of how our perception of groups can influence our 

behavior, including our hiring and management practices and our interactions with workers. 

Stereotypes may lead to discrimination; therefore, it is important to discuss them and work 

to-ward de-stereotyping the workplace. Negative stereotypes can be problematic for any 

organization, and proper training can be effective in minimizing widely held false beliefs. 

Pygmalion Effect 

The pygmalion effect, or self-fulfilling prophecy, describes a person’s behavior that is 

consistent with another individual’s perception whether or not it is accurate. In other words, 

once an expectation is made known by another person, an individual will have the tendency to 

behave in ways consistent with the expectation. This can have negative or positive results. If a 

manager sets high standards for a subordinate’s performance, he or she will respond 

accordingly with high performance. If a manager sets low standards for a subordinate’s 

performance because the subordinate is viewed as lacking in ability and/or motivation, the 

resulting work performance will be low. Therefore, managers’ expectations directly influence 

subordinates’ performance (see discussion of McGregor’s Theory X and Theory Y in Chapter 

1). In other words, what a manager communicates as the expectation is what will result. 

Livingston (1969) stated that what was critical in the communication of expectations was not 

what the manager said, so much as the way the manager behaved. Indifferent and 

noncommittal treatment, more often than not, was the kind of treatment that communicated 

low expectations and led to poor performance. Livingston related that managers were more 

effective at communicating low expectations to their subordinates than in communicating high 

expectations. 

 

Closely related to the self-fulfilling prophecy is the “Galatea effect.” It relates to the 

expectations we have for ourselves, rather than the expectations others have for us. To 

illustrate this concept, Livingston (1969) referred to the “Sweeney’s Miracle.” James 

Sweeney was an industrial management professor at Tulane University who wished to 

disprove the theory that a certain IQ level was needed to learn how to program computers. 

 

Sweeney trained a poorly educated janitor whose IQ indicated that he would be unable to 

learn to type, much less program. The janitor not only learned to program, but also eventually 

took charge of the computer room along with the responsibility of training new employees to 

program and operates the computers. As Livingston pointed out, Sweeney’s expectations were 
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based on what he believed about his teaching ability (internal expectations), not on the 

janitor’s learning capabilities. Livingston related that, “the high expectations of superior 

managers are based primarily on what they think about themselves—about their own ability to 

select, train, and motivate their subordinates. What the manager believes about himself subtly 

influences what he believes about his subordinates, what he expects of them, and how he 

treats them” (Livingston, 1969). 

 

Therefore, managers need to understand the effects of their own self-expectations and how 

these expectations interact with the expectations they hold and communicate regarding their 

subordinates’ performance. Managers set the tone and culture of the workplace. By 

understanding the Pygmalion and Galatea effects, managers can set high (but realistic) 

performance expectations for their subordinates. If a manager rates sub-ordinates as 

“excellent,” they will continue their previous work behaviors. Managers can also have 

workers rate their own performance. Expectations about ourselves tend to be self-sustaining. 

 

Impression Management 

“You never get a second chance to make a first impression.” This classic statement is all 

about impression management, where people try to shape another’s impression of 

themselves. Impression management incorporates what we do, how we do it, what we say, 

and how we say it as we try to influence the perceptions others have of us. Individuals will 

try to present themselves in ways that will lead to positive evaluations by others by high-

lighting their achievements and avoiding the disclosure of failures. Giacalone and Rosenfeld 

(1989) point out that impression management is neither inherently good nor bad but rather is 

a fundamental part of our social and work lives and we need to view it in the situations in 

which it is used. As an example, consider the concept of self-handicapping. Self 

handicapping is where people place obstacles in their way, so if they do not succeed they can 

blame the obstacles, or if successful, they can brag regarding their successful performance in 

spite of these barriers. 

 

Schlenker and Weigold (1992) view impression management as a broad phenomenon in 

which we try to influence the perceptions and behaviors of others by controlling the 

information they receive. They relate that people actively carry out impression management 

in ways that help them achieve their objectives and goals both individually and as part of 

groups and organizations. This can be done consciously and deliberately (i.e., perfecting job 

interview skills), while other times it may be unconscious.  
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Employee Selection 

Because perceptions determine our behavior toward and can cloud our judgments of others, 

one area that clearly benefits from using psychological principles has been the area of 

employee selection. The goals of selection are: (1) identify the knowledge, skills, abilities, and 

qualities necessary to perform a job well, (2) design tests to measure applicants’ levels on 

those key job requirements, (3) administer and score the tests, and (4) deter-mine the 

applicants most suitable for a given position, ensuring that the process is accurate and fair and 

does not discriminate against members of protected groups. The basis for this employee 

selection process is the ability to identify key invariant qualities of individuals (such as skills, 

character, motivation, attitude, leadership potential, personality, etc.) that match up well with 

the demands of the position and the culture of the organization. 

 

Psychometrics involves the measurement of human ability, potential, and attitude. This is 

most visible where employers use tests and special interview techniques in employee 

selection. Job analysis is designed to identify the skills, abilities, and attributes needed to 

perform well. Context specific tests can measure applicants’ skill levels on key job 

requirements, such as the operation of hardware, software, etc. 

 

Instruments that rely on self-report of personal information are subject to bias (such as 

impression management), and the interpretation of aptitude scores are also subject to bias 

(such as stereotypes, halo effects, etc.). Therefore, managers responsible for hiring and 

promoting should look for many sources of data from which to extract the qualities essential 

to the job, such as personality.  

 

One goal in this discussion is to help managers make accurate and fair assessments of staff or 

potential staff for various positions within their organizations. Who should function in 

positions of high contact with patients? Who is better off working with computers? Who is 

most able to direct a unit to promote the best clinical care? Who is most suited to manage the 

business office? How can we help those who are not ready to assume a leadership role 

develop the skills while still working comfortably in their current subordinate positions? 

These are the questions a manager or administrator must answer in personnel decisions. To 

do so requires a manager to perceive the unchanging qualities of a person across situations, or 

their key “traits” that underlie success in a job.  

 

Many instruments used to assess personnel and management/leader-ship potential, such as 

the Campbell Interest and Skills Inventory, are trying to identify “constants” of personality 
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and work-style. The Campbell Interest and Skills Inventory compare employee-reported 

interests and skills to those of people who describe themselves as satisfied with their careers 

and highlights occupational areas to consider during career exploration. Here the invariant is 

a pattern of interests and work preferences that we carry from one job to another. 

 

Another commonly used scale is the Myers-Briggs Type Indicator (MBTI), a personality 

instrument for measuring a person’s preferences, using four opposing-pole dimensions 

(extraversion/introversion, sensate/intuitive, thinking/feeling, and judging/perceiving). How 

someone answers a series of questions forms a personality “type.” Each personality type is 

suited for specific occupations. As an example, extroverts are better suited for sales positions 

and introverts do well with information technology positions. There are many pros and cons 

to using Myers-Briggs, or any instrument, as the sole selector of occupational areas based on 

“type.” Nevertheless, these instruments pick up patterns (invariants) in self-reported 

behavioral characteristics and provide a categorization of types that may be useful in 

assessing certain qualities relevant to leader-ship and workplace issues. 

 

Activity-C 

 

What factors will support you to buy a Color TV in your house. 

 

5.5  ATTITUDES 

 

Attitudes are evaluative statements—either favorable or unfavorable—about objects, people, 

or events. They reflect how we feel about something. When I say “I like my job,” 

 

I am expressing my attitude about work 

 

Attitude – Components 

1. Cognitive component of an attitude— a description of or belief in the way 

things are. It sets the stage for the more critical part of an attitude,  

 

2. Affective component . Affect is the emotional or feeling segment of an attitude 

and is reflected in the statement “I am angry over how little I’m paid.” Finally, 

affect can lead to behavioral outcomes.  

 

3. The behavioral component of an attitude describes an intention to behave in a 

certain way toward someone or something—to continue the example, “I’m going 
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to look for another job that pays better.”  

 

Sources of Attitudes 

1. Family Members: Parents or siblings influence strongly to form favorable or 

unfavorable attitudes towards various objects.   

2. Reference Group: People tend to form a strong attitude based on the influence of 

powerful personalities whom they admire a lot. For example, celebrities, charismatic 

political or religious leaders significantly influence either to strengthen the existing 

attitudes or form new attitudes.  

3. Peer Group influence: Friends or colleagues at work place will have a strong 

influence on the formation of certain attitudes or belief system due to pressure to 

conforming to their norms, standards, values etc. 

“Attitudes” Persistent tendency to feel and behave in a particular way towards some object 

Characteristics of Attitudes 

1. They tend to persist unless something is done to change them.   

2. They can fall anywhere along a continuum from very favorable to very unfavorable.   

3. They are directed toward some object about which a person has feelings and beliefs. 

Attitudes are evaluative statements or judgments concerning objects, people, or events. 

–    Cognitive component of an attitude is the opinion or belief segment of an attitude. 

–    Affective component is the emotion or feeling segment of an attitude. 

–    Behavioral component of an attitude is an intention to behave in a certain way 

toward someone or something. 

Cognitive Dissonance Theory - 

-         any incompatibility between two or more attitudes or between behavior and 

attitudes. 

 Our desire to reduce dissonance depends upon: 

·       Importance of elements creating dissonance 

·       Degree of individual influence over elements 

·       Rewards involved in dissonance 

 Note: People seek consistency among their attitudes and seek to reconcile divergent 

attitudes and behavior so they appear to be rational and consistent. 

 Measuring the A-B relationship 

Recent research indicates that attitudes (A) significantly predict behaviors (B) when 

moderating variables are taken into account Moderating Variables include: 
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·       Importance of the attitude 

·       Specificity of the attitude 

·       Accessibility of the attitude 

·       Social pressures on the individual 

·       Direct experience with the attitude 

Activity-D  

  “Self-perception theory” = when you use attitudes after the fact to make sense out of an 

action that has ALREADY occurred. 

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

Types of Attitudes 

1) Job Satisfaction 

–     A collection of positive and/or negative feelings that an individual holds towards his 

or her job. 

2) Job Involvement 

–     Identifying with the job, actively participating in it, and considering performance 

important to self-worth. 

3) Organizational Commitment 

–        Identifying with a particular organization and its goals, and wishing to maintain 

membership in the organization 

–        Affective, normative, and continuance commitment – Note: what are these? Why 

are they different? Please be sure you know J 

4) Perceived Organizational Support 

–        Degree to which employees feel the organization cares about their well-being. 

5) Employee Engagement 

–        An individual’s involvement with, satisfaction with, and enthusiasm for the 

organization. 

An Application: Attitude surveys  

 - A way to capture attitude data via questionnaires about various workplace factors (job, 

work groups, supervisors and the organization) 

 

Attitudes and Diversity 

-         A growing field of study and important in all organizations today.  Understanding and 

changing attitudes about others is important for managers and organizations. Most companies 

are now training employees re: attitudes about diversity. 

-         Training activities: Participating in diversity training that provides for self-evaluation 

and group discussions 
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-         Volunteer work in community and social service centers with individuals of diverse 

backgrounds 

Job Satisfaction 

How can we measure it? 

–    Single global rating 

–    Summation score 

·       So…..how satisfied are people in their jobs? 

·       Which facets seem to be causing dissatisfaction? 

Activity-E 

How Can Employee Express Dissatisfaction? 

Exit – Behavior directed towards leaving the organization 

Neglect – Allowing conditions to worsen 

Voice – Active and constructive attempts to improve conditions 

Loyalty – Passively waiting for conditions to improve 

        (Also note that job satisfaction relates to OCB (going above and beyond what is 

required formally) through fairness.  Trust is also important) 

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

 

 Job Satisfaction and Employee Performance 

 Satisfaction and Productivity 

- Satisfied workers are more productive AND more productive workers are 

more satisfied! 

- Worker productivity is higher in organizations with more satisfied workers. 

Satisfaction and Absenteeism 

Satisfied employees have fewer avoidable absences. 

Satisfaction and Turnover 

Satisfied employees are less likely to quit. 

Organizations take actions to retain high performers and to weed out lower 

performers. 

 Satisfaction and OCB 

Attitudes 

What is an attitude? Allport (1935) defined an attitude as a mental or neural state of 

readiness, organized through experience, exerting a directive or dynamic influence on the 

individual’s response to all objects and situations to which it is related. A simpler definition 

of attitude is a mind-set or a tendency to act in a particular way due to both an individual’s 

experience and temperament. 
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Typically, when we refer to a person’s attitudes, we are trying to ex-plain his or her behavior. 

Attitudes are a complex combination of things we tend to call personality, beliefs, values, 

behaviors, and motivations. As an example, we understand when someone says, “She has a 

positive attitude toward work” versus “She has a poor work attitude.” When we speak of 

someone’s attitude, we are referring to the person’s emotions and behaviors. A person’s 

attitude toward preventive medicine encompasses his or her point of view about the topic 

(e.g., thought); how he or she feels about this topic (e.g., emotion), as well as the actions 

(e.g., behaviors) he or she engages in as a result of attitude to preventing health problems. 

This is the tri-component model of attitudes . An attitude includes three components: an 

affect (a feeling), cognition (a thought or belief), and behavior (an action). 

 

Attitudes help us define how we see situations, as well as define how we behave toward the 

situation or object. As illustrated in the tri-component model, attitudes include feelings, 

thoughts, and actions. Attitudes may simply be an enduring evaluation of a person or object 

(e.g., “I like John best of my coworkers”), or other emotional reactions to objects and to 

people (e.g., “I dislike bossy people” or “Jane makes me angry”). Attitudes also provide us 

with internal cognitions or beliefs and thoughts about people and objects (e.g., “Jane should 

work harder” or “Sam does not like working in this department”). Attitudes cause us to 

behave in a particular way toward an object or person (e.g., “I write clearly in patients’ charts 

because it upsets me when I can’t read someone else’s handwriting”). Although the feeling 

and belief components of attitudes are internal to a person, we can view a person’s attitude 

from his or her resulting behavior. 

 Cognitive Dissonance 

Alfred Adler (1870–1937), a Viennese physician who developed the theory of Individual 

Psychology, emphasized that a person’s attitude toward the environment had a significant 

influence on his or her behavior. Adler suggested that a person’s thoughts, feelings, and 

behaviors were trans-actions with one’s physical and social surroundings and that the 

direction of influence flowed both ways—our attitudes are influenced by the social world and 

our social world is influenced by our attitudes. These interactions, however, may cause a 

conflict between a person’s attitude and behavior. This conflict is referred to as cognitive 

dissonance. Cognitive dissonance refers to any inconsistency that a person perceives between 

two or more of one’s attitudes or between one’s behavior and attitudes. Festinger (1957) 

stated that any form of inconsistency that is uncomfortable for the person will prompt the 

person to reduce the dissonance (conflict). As an example, Harry likes two coworkers, John 

and Mary, but John does not like Mary (i.e., inconsistency). Harry needs to eliminate the 
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inconsistency. Harry may: (1) try to change John’s feelings toward Mary, (2) change his 

feelings about either John or Mary, or (3) sever his relationship with either John or Mary. 

Formation of Attitudes 

How are attitudes formed? Attitude formation is a result of learning, modeling others, and our 

direct experiences with people and situations. Attitudes influence our decisions, guide our 

behavior, and impact what we selectively remember (not always the same as what we hear). 

Attitudes come in different strengths, and like most things that are learned or influenced 

through experience, they can be measured and they can be changed.  

Measurement of Attitudes  

Since the publication of Thurstone’s procedure for attitude assessment in 1929 (Thurstone & 

Chave, 1929), employee surveys have been widely used in organizations to obtain 

information about workers’ attitudes to-ward their environments. This information is helpful 

for healthcare man-agers to determine if management is “doing the right things” for retaining 

and motivating employees. As an example, Lowe, Schellenberg, and Shannon (2003) found 

that workers who rated their work environments as “healthy” (task content, pay, work hours, 

career prospects, interpersonal relationships, security) reported higher job satisfaction, 

morale, and organizational commitment and lower absenteeism and intent to quit. Employee 

attitude surveys are usually designed using 5-point Likert type (“strongly agree–strongly 

disagree”) or frequency (“never–very often”) response formats. Questions typically asked are 

illustrated. However, as Morrel-Samuel (2002) points out, organizations need to be cautious 

regarding the design of employee surveys to ensure that problem areas are not overlooked. 

Morrel-Samuel provided 16 guide-lines for organizations to consider when designing an 

employee attitude survey Effective managers continuously survey their employees so they 

can detect problem areas and implement the necessary measures for change. 

ATTITUDE AND SATISFACTION  

We should recognize that job attitudes and job satisfaction are closely related. In many research 

studies, in fact, these terms are used interchangeably. In studies of job attitudes, it is generally thought 

that the result is some measure of job satisfaction or dissatisfaction. Job satisfaction, however, is not a 

behavior but rather a general feeling of commitment with the job. As a result, if attitudes are positive, 

job satisfaction tends to be positive .on other hand, if the attitudes are negative, satisfaction becomes 

low. Therefore, if managers want to have employees who are satisfied with their jobs, he should strive 

to create in them positive attitudes towards their job and organization. 

5.6  FORMATION OF ATTITUDE  

Unlike personality .attitudes are expected to change as a function of experience tesser (1993), has 

argued that hereditary variables may affect attitudes-but believes that they may do so indirectly. For 

example, if one inherits the disposition to become an extrovert, this may affect one’s attitude to 

certain styles of music .There are numerous theories of attitude formation and attitude change .These 

include: 
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 Self Perception theory by Daryl Bem 

 Balance Theory of Fritz Heider 

 Congruity Theory by Osgood and Tannenbaum 

 Dissonance Theory By Leon Festinger 

Self-perception Theory 

Self-Perception theory is an account of attitude change developed by psychologist, Daryl Bem. It 

asserts that we develop our attitudes by observing our own behavior and concluding what attitudes 

must have caused them. 

     Self-Perception theory differs from cognitive dissonance theory in that it does not hold that people 

experience a “negative drive state” called “dissonance” which they seek to relieve.  Instead, people 

simply infer their attitudes from their own behavior in the same way that an outside observer might.  

Self-perception theory is a special case of attribution theory. 

     Bem ran his own version of Festinger and Carlsmith’s famous cognitive dissonance experiment.  

Subjects listened to a tape of a man enthusiastically describing a tedious per-turning task.  Some 

subjects were told that the man had been paid $20 for his testimonial and another group was told that 

he was paid #1.  Those in the latter condition thought that the man must have enjoyed the task more 

than those in the @20 condition.  Bem argued that the subjects did not judge the man’s attitude in 

terms of cognitive dissonance phenomena, and that therefore any attitude change the man might have 

had in that situation was the result of the subject’s own self-perception. 

     Whether cognitive dissonance or self-perception is a more useful theory is a topic of considerable 

controversy and a large body of literature, with no clear winner.  There are some circumstances where 

either theory is preferred, but it is traditional to use the terminology of cognitive dissonance theory  by 

default. 

BALANCE THEORY: 

     This theory was first developed by Fritz Heider 

1. Basically it is an interpersonal theory of consistency. 

 Unit formation it is an interpersonal theory of consistency. 

 Liking and disliking (+1,-1) 

2. Balance exist when you like a person you are associated with (+1,x-1), or dislike a person you 

are not associated with (-1 x+1). 

3. Imbalance exists when you dislike a person you are associated with (=+1x-1) or like a person 

with whom you are not associated with (-1x+1). 

4. Imbalance is stressful and you will tend to change one of the cognitive components. 

CONGRUITY THEORY: 

1. This theory was developed by Osgood and Tannenbaum. 

2. It deals with attitudes (evaluations) and relationships. 

3. Attitudes are measured on a 7 point scale from +3 to -3. 

4. Attitudes are always toward some object. 

5. Objects may become linked in our mind that is form a bond.  There are two types of bonds: 

 Associative (Positive link between objects) 

 Dissociative (Negative link between objects) 

 These links are similar to unit formation in the Balance model of Heider. 
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6. Congruity exists when our evaluation of (attitude toward) two objects that are associatively 

bonded are identical in magnitude and direction.  We like the learn that the Democratic Party 

endorses National Health Insurance (Associate Bond). 

7. Congruity also exists when our evaluation of (attitude toward) two objects that are 

dissociatively bonded are identical in magnitude and opposite in direction.  We like the 

Democratic Party (+2), and we dislike Multinational Companies (-2) and we learn that the 

Democratic Party rejection Multinational Companies (Dissociative Bond). 

8. Incongruity exists when our evaluation of (attitude toward) two objects that are dissociatively 

bonded are not identical in magnitude.  We like the Democratic  Party endorses Election 

Reform (Associative Bond) 

9. Incongruity also exists when our evaluation of (attitude toward) two objects that are 

dissociatively bonded are not identical in magnitude.  We like the Democratic Party (+2), and  

we dislike Continuation of Tax Advantages (-1) and we learn that the Democratic Party 

rejects Continuation of Tax Advantages (Dissociative Bond). 

10. When there is incongruity, people feel that effects and are motivated to change their attitudes 

to make them congruent.  Both attitudes change.  The weaker attitude changes more, the 

stronger attitude changes less.  Attitudes do not change direction (sign). 

11. Let stronger attitude magnitude=S, weaker attitude magnitude=W )no signs, absolute values).  

Then S (before change) becomes (after change) S-((W/(S+W))*(S-W)), and W (before 

change) becomes (after change ) W+((S/S+W))*(S-W)).  Signs of the new values are the 

same as the signs of the old values. 

12. When there is a dissociative bond between two attitudes with the same sign, or an associative 

bond between two attitudes with opposite sign, the theory does not apply.  We tend to not 

believe the bond in this case. 

DISSONANCE THEORY: 

1. This theory was proposed by Leon Festinger, and has generated more research and 

controversy than any other cognitive consistency theory because of its ability to make non-

obvious predictions. 

2. Two cognitive elements can stand in relationship to each other as consonant (one implies the 

other), dissonant (one implies the opposite of the other) or irrelevance (one has no implication 

for the other). 

3. Dissonance is distressful and we seek to reduce it. 

4. Magnitude of dissonance is a function of importance of the items and number of cognitive 

elements involve. 

5. Dissonance can be reduced by changing the behavioral element, attitudinal element, adding 

congnitive elements, consonant with the behavioral element and changing the importance of 

cognitive or behavioral elements. 

5.7 ATTITUDE CHANGE 

     Attitudes can be changed through persuasion.  The celebrated work of Carl Hovland, at 

Yale University in the 1950’s abd 1960’s, helped to advance knowledge of persuation.  In 

Hovland’s view, we should understand attitude change as a response to communication. 

Change in the Focus of Recruitment: 

     There has been an absolute all time shift in the focus and purpose of recruitment done by the 

companies today.  While people were recruited for their skills and expertise before exclusively, 

today the major recruitment requirement is one of attitude.  People today are recruited for the 

positive attitude.  Attitude is one which cannot be hired from the shop.  Hence, the mantra of 

companies today is recruit the person for attitude and develop the skills subsequently. 
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Developing a Positive Attitude: 

     The way you think, day-in-day out, affects all aspects of your life.  Learning to listen to your 

“internal dialogue” will help you recognize your thought patterns and how they may be affecting 

the way you handle the stressful situations of daily living. 

     Many people have found that, when they tune in to their internal dialogue, much of it is 

negative.  Thoughts like, “I could never do that” and “What is I fail? Can seriously impact the 

way you behave.  This, in turn, affects every aspect of your life.  When we are stressed, certain 

hormones are produced by the body.  When released infrequently, these hormones are harmless 

but , when produced continuously, they can cause serious damage.  Cardiovascular disease is 

caused in part by the continuously production of stress hormones. 

     The key to living our lives free from negative thought is to remember who we truly are, free 

from our momentary emotional shifts.  For many, the transition to positive awareness of self 

requires “small steps” on a chosen path.  The following tools may prove to be powerful stepping 

stones necessary for the greater achievement of Absolute Joyful Living. 

Sleep more soundly: 

     Sleep is absolutely essential to improve and maintain energy levels, immune system 

effectiveness, mental and emotional clarity and overall quality of life.  When you fell good, you 

function better. 

     The following tips may prove very useful if you need to sleep better. 

 Decrease mental activity in the evening 

 Make preparations for the next day. 

 Take a hot bath before bedtime to help relieve stress. 

 Soothing fragrances, lights, and music may help as well. 

 Limit activities in bed to sleep and sex only- no reading or television watching. 

 If you have trouble sleeping, try sleeping in another area of the house. 

 Try listening to repetitive soothing natural sounds (waves, wind waterfall, stream etc.) 

from a selected high quality sound device. 

 Natural homeopathic, nutritional and herbal support may prove useful (e,.g., calcium, 

melatonin, passion-flower or valerian before bed). 

 Turn off all the lights. 

                This last item is particularly important, as melatonin (key harmone involved in sleep/repair 

cycles) production may be inhibited if you sleep with the lights on. 

Develop Your Positive Attitude: 

     Here are some ways to help you develop a more positive attitude and better manage the stressors in 

your if: 

 Listen to internal dialogue: Divide one or more sheets of paper into two columns and, for a 

few days, jot down in the left column all the negative thoughts that come into your head.  

Rewrite each though in a positive way in the second column.  Practice doing this in your mind 

until it becomes a habit.  (For example, I”ll never get this finished by the end of the day” 

could become, “I will probably get most of this finished by the end of the day.” 
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 Learn to Communicate. Not saying the things we feel can lead to a sense of frustration, hurt 

anger or anxiety.  If you find communicating difficult, or are afraid of arguments or bruised 

feelings, take a course in communicating effectively. 

 Get back to basics. Reconnect with old friends, take the dog for a walk, visit an art gallery or 

listen to your favorite music.  Enjoy a long, relaxing bath, read a great book, tell your child a 

story, or ask an older relative to tell you one.  It is the simplest things in life that give us the 

most pleasure. 

 Help someone out. The Simple act of helping others helps us to feel good.  Pick up groceries 

for an aging neighbor, volunteer at your local hospital or read a book to someone with failing 

eyesight.  If you are unsure of how to help out in your community, call your nearest volunteer 

centre. 

 Find Your Spirituality. Research has shown that those who have developed their spirituality 

through associating with other spiritual individuals or having their own personal and unique 

beliefs live longer, more satisfying lives.  The secret is practicing those beliefs, either throuht 

organized spiritual associations, or simple mediation in a quiet place. 

 Allow yourself to be loved. The ability to love and be loved is the most basic human trait.  

We, as a society, have become disconnected from this most basic need-fear-centered 

emotions (depressions, loneliness, guilt and anger) are the symptoms.  Finding ways to 

reconnect with others is extremely helpful in developing a positive attitude.  The following 

link is very enlightening. 

 Allow yourself to laugh and find humor in the simplest of things.  Laughter is a powerful 

mood elevator.  If you are feeling down, read some jokes, watch a funny movie or just act “ 

silly “ once in a while.  At times, it is a good thing to let yourself see the old through a child 

eyes. 

 Participate in new physical and mental activities to improve confidence levels and copying 

mechanisms.  It could be as easy as learning the meaning of new words or learning about new 

topics to build confidence. 

 Follow the principles of holistic health (better nutrition and exercise help improve mood 

and attitude).  

 Remember that the main stream media focuses on information that leads to fear, negative 

thoughts and emotion.  Find other more positive things to do with your precious movements 

such as reading a great positive book, a walk in nature or volunteering with people and 

animals. 

 It is all about letting go of the “emotional baggage” that holds us back from through 

enlightenment! All that you required is already with in you, so donot give your power away 

by blindly following others.  Rather, trust in the goodness that already resides within your 

heart. 

Decide to have a positive day! 

Our inner critic is the internal voice of negative judgmental self talk. It is the nagging feeling, the 

inner voice that makes us critical of ourselves and others. It is postulated that our inner critic 

developed early in life as a mechanism for reminding us of childhood rules and standards that we 

internalized about how we were supposed to think, feel and behave. 

We learn to be critical of ourselves as we learn to march to the drummer of others wants and needs. 

We learn to be critical of others they do not conform to what we want or expect. 

The inner critic speaks loudly in judgment of ourselves and other people. It is voice that yearns to 

castigate. It is the voice of enslavement to our egos and to the wants of others. 
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Sometime, our inner critic will leave us with feelings of self doubts: sometimes it will allow us to feel 

negative and critical of others. When we listen to our inner critic, we listen to negativity that separates 

us from our best self and also from others. 

Our best personal and professional selves come from a place of self-love and acceptance. When we 

can truly love and accept ourselves we can also see those in our world as collaborators on our path of 

personal learning .Love is a path which brings us closer to the seed of creation and to a place where 

we can grow ,learn and to share joy with others. 

We are all partners on human journey, and the greatest challenges in our roadmap to personal and 

professional success is to cleave to our humanity, to the value of sharing and caring that make us 

brothers and sisters on the road of life. 

Take a day this week to stomp out the voice of your inner critic; to free yourself from self-imposed 

negativity and judgment. 

Salience all criticism and negativity for 24 hours concentrate only on the good in yourself in others 

that you meet and interact with. Give the inner critic a day off, and in so doing spend a day with your 

highest, greatest and best self. 

Key Examples of Positive Affirmation (Self-Talk) to Help You: 

 I will think of myself as successful! 

 I will have positive expectations per everything I do! 

 I will remind myself of past successes! 

 I will not dwell on failures; I just will not repeat them! 

 I will surround myself with Positive people and ideas! 

 I will keep trying until I achieve the results I want! 

 

Belief is the Psychological state in which an individual’s convinced of the truth of a 

proposition. Like the related concept of truth, knowledge and wisdom, there is no precise 

Definition of belief on which scholars agree , but rather numerous theories and continued 

debate about the nature of belief. 

The concept of belief presumes a subject(the believer) and an object of belief (the 

proposition)so like other propositional attitudes, belief implies the existence of mental states 

and intentionality, both of which are hotel debated topics in the philosophy of mind and 

whose foundation and relation to brain states are still controversial.  

Beliefs are sometimes dived into core beliefs (Those which you may be actively 

thinking about) and dispositional beliefs (Those which you may ascribe to but have never 

previously thought about) for example, if asked ‘do you believe tigers wear pink pajamas’?’ 

A person might answer that the do not despite the fact they may never have thought about this 

situation before. 

 

Belief and Knowledge 

False beliefs are not Knowledge, even if the individual beliefs them to be true; 

A sincere believer in the flat earth theory does not know that the earth is flat .Unknown facts 

are knowledge because they are not known by any individuals; it is the belief element in a 

true belief that makes the link between a state of affairs and an individual. Unjustified true 

beliefs are lucky guesses and therefore not knowledge. 

 

Is Belief Voluntary? 



26 
 

Most philosophers hold the view that belief formation is to some extent spontaneous and involuntary. 

Some people think that one can chose to investigate and research a matter but one cannot chose to 

believe on the other hand, most people have the impression that in some cases people Don’t believe 

things because they don’t want to believe, especially about a matter in which they are emotionally 

involved. 

Limiting Beliefs 

The term Limiting Beliefs is used for belief that inhibits exploration of a wider cognitive space then 

would otherwise be the case. Example of limiting beliefs is seen both in animals and people. These 

may be strongly held beliefs, are held unconsciously, and or often tied in with self-image or 

perception about the world. 

Everyday examples of limiting beliefs: 

 That one has specific capabilities, roles, or traits which cannot be escaped or changed. 

 That one can succeed so there is no point committing to trying. 

 That a particular opinion is right therefore there is no point considering other view points. 

That a particular action or result is the only way to resolve a problem. 

 

 

Changing Attitudes 

How do you change someone’s attitude? To change a person’s attitude you need to address 

the cognitive and emotional components. How would you convince another person to start an 

exercise program when the individual may say, “I don’t have enough time” or “I’m just too 

busy” or “I don’t want to risk being injured”? One approach would be to challenge 

someone’s behavior by providing new information. As an example, explain to the other 

person how you made time in your day and, as a result, both your cholesterol level and blood 

pressure decreased. This is a cognitive approach when a person is presented with new 

information. 

Providing new information is one method for changing a person’s attitude and therefore his 

or her behavior. 

 

Attitude transformation takes time, effort, and determination, but it can be done. It is 

important not to expect to change a person’s attitudes quickly. Managers need to understand 

that attitude change takes time and should not set unrealistic expectations for rapid change 

(Moore, 2003). Attitudes are formed over a lifetime through an individual’s socialization 

process. An individual’s socialization process includes his or her formation of values and 

beliefs during childhood years, influenced not only by family, religion, and culture but also 

by socioeconomic factors. 



27 
 

Satisfied employees who feel fairly treated by and are trusting of the 

organization are more willing to engage in behaviors that go beyond the 

normal expectations of their job. 

Satisfaction and Customer Satisfaction 

Satisfied workers provide better customer service. 

Satisfied employees increase customer satisfaction because: 

They are more friendly, upbeat, and responsive. 

They are less likely to turnover, which helps build long-term customer 

relationships. 

They are experienced. 

Note: Dissatisfied customers increase employee job dissatisfaction. 

 

5.8. REVIEW QUESTIONS  

 

1. Explain the perceptual process and the factors influencing the perception? 

2. Examine with suitable examples from the real world how a sound knowledge of 

perception helps a manger in managing people and situations? 

3. What is an Attitude? How to measure the Attitudes? 

 

 

 

 

 
 



Lesson -6: Theories of Learning and Personality Development 

Objectives 

6.1 Introduction 

6.2 Features of learning 

6.3 Principles of learning 

6.4 Theories of learning 

6.5  Learning and Personality Development 

6.6  Summary 

6.7 Self-Assessment Test 

6.8 Essay and Short Answer Questions 

6.1 Objectives 

After going through this lesson this would help you 

 To understand the concept of learning. 

 To know the features of learning. 

 To examine the principles of learning. 

 To explore the various theories of learning 

___________________________________________________________________________ 

6.2INTRODUCTION 

Geetha and Uma joined as marketing executives in ABC Pvt. Ltd. Geetha is a shy, quiet 

individual on the contrary Uma is talkative and sociable employee. In a meeting both were 

asked to offer their suggestions in order to improve the sales. Though Geetha had an idea 

she remained silent. To her surprised Uma expressed the same and was well appreciated by 

the entire marketing crew. There happened a change in the behaviour of Geetha and from 

then Geetha started to take initiative whenever she come across with an opportunity. 

Learning is considered to be one of the fundamental basis of human behaviour. 

The ability to learn is possessed by humans, animals, and some machines.  Human learning 

begins as soon as the individual is born and continues until death as a consequence of on-

going interactions between person and environment throughout his life. For exampleas 

babies we learn to eat, to gain attention, to crawl, to walk, etc. and as we develop into 

children, and our bodies become more functional, we learn an inordinate range of skills. 

https://en.wikipedia.org/wiki/Machine_learning


Learning is the process of acquiring new or modifying existing knowledge, behaviours, skills, 

attitudes and values, or preferences. 

A lot of our learning occurs randomly throughout life, from new experiences, gaining 

information and from our perceptions, for example: reading a newspaper or watching a news 

broadcast, talking with a friend or colleague, chance meetings and unexpected experiences.It 

involves new ways of doing things and attempts to adjust to new situations. It shows 

progressive change in behaviorranging from simple to complex. The changes occurred as a 

result of learning are often long lasting.  Learning may occur as a result ofhabituation, 

or classical conditioning, operant conditioning. 

6.3FEATURES OF LEARNING 

 Learning involves change. Change may be good or bad. People learn favourable 

behaviours as well as unfavourable behaviours. 

 Change must become ingrained. Sudden changes may be reflexive and may not 

represent learning. Change should be relatively permanent. 

 Learning is called the modification of behavior. It affects the learner's behaviour and 

attitude. Thought process not accompanied by behaviour, is not learning.  

 The change may range from the acquisition of a relatively simple skill to the mastery 

of complicated mechanical performance. 

 Learning is not limited to the school alone. It being earlier and continues even after 

the school days. 

 Learning helps individual to solve the problems encountered by him. So it is a process 

of progressive adjustment to the ever changing conditions which one encounters.  

 All learning is purposive in nature as learning is goal-oriented. 

 The individual learns through experiences. Some form of experience is necessary for 

learning. Experience may be acquired directly or through practice. 

 Practice/ Experience must be reinforced inorder for learning to occur or else the 

behaviour will eventually disappear. 

 Learning is universal. 

 Learning is pervasive and covers all aspects of human life. 

https://en.wikipedia.org/wiki/Habituation
https://en.wikipedia.org/wiki/Classical_conditioning
https://en.wikipedia.org/wiki/Operant_conditioning


___________________________________________________________________________

6.4 PRINCIPLES OF LEARNING 

The following are the various principles of learning. These are important as they effect the 

individual’s learning process. 

(1)MOTIVATION 

Motivation is described as a state that energizes, directs and sustains behaviour. Motivation is 

the reason for people's actions, desires, and needs. Motivation is also one's direction to 

behavior, or what causes a person to want to repeat a behavior. A motive is what prompts the 

person to act in a certain way, or at least develop an inclination for specific 

behavior.Motivation has several effects on individuals' learning and 

behavior.  Motivation enhances cognitive processing. First, motivation directs behavior 

toward particular goals. Motivation will increase individuals' time on task and is also an 

important factor affecting their learning and achievement.  Hence motivation is the crucial 

element in setting and attaining goals. 

Motivation results from the interaction of both conscious and unconscious factors such as the  

 Desire / Need 

 Incentive / Reward value of the Goal 

 Expectations of the individual and of his/ her peers. 

These factors make the individual to behave in a certain way. For example a student spends 

extra time for attest as he / she wants a better rank in the class. 

Motivation can be of two types 

 Intrinsic Motivation 

 Extrinsic motivation 

INTRINSIC MOTIVATION 

It refers to stimulation that drives an individual to adopt or change a behaviour for his or own 

internal satisfaction or fulfilment. It is usually self- applied and springs from a direct 

relationship between the individual and the situation. It is very important in designing of a 

learning or training course. 

https://en.wikipedia.org/wiki/Action_(philosophy)


EXTRINSIC MOTIVATION 

It is drive to action that springs from outside influence instead from one’s own feelings. 

For example, someone who writes music for his own listening pleasure is relying 

on intrinsic motivation. A person who writes music to sell for profit is using 

extrinsic motivation. 

(2) REINFORCEMENT 

 It is the process of encouraging or establishing a belief or pattern of behaviour.  It is an act of 

approved behaviour or making something stronger. Reinforcement is a way to learn and 

remember things, like a student who repeats the facts he has studied for a test over and over.  

Types of reinforcement 

There are four types of reinforcement: positive, negative, punishment, and extinction. 

POSITIVE REINFORCEMENT 

Positive reinforcement involves the addition of a reinforcing stimulus following a behavior 

that makes it more likely that the behavior will occur again in the future. When a favorable 

outcome, event, or reward occurs after an action, that particular response or behavior will be 

strengthened. Positive reinforcement occurs when a desirable event or stimulus is presented 

as a consequence of a behavior and the behavior increases.  

This basically means that if you engage in certain behaviour, and this behaviour gets you 

something that you wanted, then you are more likely to engage in that same behaviour again 

when you want the same outcome in the future. 

Examples 

 A father gives a chocolate to his daughter when she picks up her toys. If the frequency 

of picking up the toys increases, the chocolate is a positive reinforcer (to reinforce the 

behavior of cleaning up).  

 A mother gives her son praise (reinforcing stimulus) for doing homework (behavior). 

 The little boy receives Rupees 50/- (reinforcing stimulus) for every A  gradehe earns 

on his report card (behavior). Therefore Positive reinforcement is adding a pleasant 

stimulus to enhance a behavior. 

https://en.wikipedia.org/wiki/Reward_system


NEGATIVE REINFORCEMENT 

Negative reinforcement is a term described by B. F. Skinner in his theory of operant 

conditioning. Innegative reinforcement, a response or behavior is strengthened by stopping, 

removing, or avoiding anegative outcome or aversive stimulus.  Negative reinforcement is the 

idea that -- instead of adding an unfavorable outcome to deter bad behavior (otherwise known 

as "punishment") -- you're actually removing something unfavorable in order to encourage a 

good behavior.  When you use this procedure, you need to remember that it isn't 

punishment. Here you're not adding some kind of undesired outcome as a way to decrease a 

particular behavior. In fact, you're doing the opposite: you're removing a consequence they 

don't like when they do something you want them to do.  

Examples 

 Bob cleans the dishes (behavior) in order to stop his mother's nagging (aversive 

stimulus). 

 Natalie can get up from the dinner table (aversive stimulus) when she eats 2 bites of 

her broccoli (behavior). 

 To remove bad smell from the body, Tom takes a shower. Therefore 

negativereinforcement is removing an aversive stimulus to enhance a behavior. 

(3) PUNISHMENT 

Punishment is a process by which a consequence immediately follows a behavior which 

decreases the future frequency of that behavior.Punishment means the imposition of a 

disagreeable consequence or penalty on someone, as a result of undesirable behaviour. In 

short, it modifies one’s behaviour, by providing a negative response to the unfavourable 

behaviour.It aims at reducing or removing the frequency of the occurrence of that behaviour. 

It is a suitable tool, used to shape and control the behaviour of organisms.  

Examples 

 Pay – cut 

 Suspension 

 Loss of privilege 

 Demotion to a lower grade. An employee may be given in any of the above 

punishments in order to ensure desirable/ favourable behaviour. 



FORMS OF PUNISHMENT 

There are two forms of punishment. 

 Positive punishment 

 Negative punishment 

POSITIVE PUNISHMENT 

It refers to exhibiting or implementing an aversive stimulus if the behaviour repeats in 

future.Positive punishment is adding an aversive stimulus to deter a behavior. 

Examples 

 Teena gives her daughter a timeout (Aversive stimulus) for lying (Undesired 

behaviour). 

 Jenny was given extra homework (Aversive stimulus) for not doing homework 

(Undesired behaviour). 

NEGATIVE PUNISHMENT 

Negative punishment is removing a pleasant stimulus to deter a behavior. It refers to the 

punishment which involves removal of a pleasant stimulus, on the recurrence of behaviour. 

Examples 

 John was made to stand out of the school (removal of pleasant stimulus) as he was 

late to the school (undesired behaviour). 

 Teacher cut the marks of a student (removal of pleasant stimulus)  as he/ she did not 

write neatly (undesired behaviour). 

 But there are instances that using negative reinforcement may accidentally give you the 

outcome you weren't hoping for. "For example, a child whines and pouts when made to eat 

his vegetables, so the parents remove the vegetables from his plate. This just reinforces the 

child's desire not to eat vegetables." Negative reinforcement isn't going to be appropriate in 

every situation. 



POSITIVE PUNISHMENT VS NEGATIVE PUNISHMENT 

While the goal of reinforcement is to reinforce a desired behavior, the goal of punishment is 

to make an undesired behavior less likely to happen, continue or strengthen in the 

future.As with reinforcement, the technical meanings of positive and negative punishment 

refer to adding or removing a factor to obtain the results. They do not refer to the quality or 

impact of the punishment. 

BAD EFFECTS OF PUNISHMENT 

 Punishment often fails to stop, and can even increase the occurrence of, the undesired 

response. 

 Punishment arouses strong emotional responses that may generalize. 

 Using punishment models aggression. 

 Internal control of behavior is not learned. 

 Punishment can easily become abuse. 

 Punishment works best when it occurs every time.  

 

DIFFERENCES BETWEEN REINFORCEMENT AND PUNISHMENT 

The following points are pertinent so far as the difference between reinforcement and 

punishment is concerned: 

 The process of supporting or augmenting a pattern of behaviour, to let it 

happen again in future is called reinforcement. On the contrary, punishment 

means inflicting a penalty or any other undesirable outcome, to discourage bad 

behaviour. 

 While reinforcement is an enthusiastic outcome, for good performance, 

punishment is an adverse consequence, of wrongdoing. 

 Reinforcement strengthens response, whereas punishment weakens the same. 

 The result of reinforcement will increase the frequency of behaviour. 

Conversely, punishment will lead to the decrease in the frequency of 

behaviour. 

 Reinforcement involves gain of desirable stimulus or forfeiture of undesirable 

one. As against this, punishment entails the imposition of unpleasant stimulus 

or withdrawal of a pleasant one. 



To sum up, reinforcement will increase the tendency that the targeted behaviour will occur 

again. On the contrary, punishment tends to decrease the chances of recurrence of the 

targeted behaviour. Both reinforcement and punishment are the fundamental concepts of 

behaviourism, whose aim is to alter and regulate the behaviour of the organisation and occurs 

positively or negatively. Reinforcement aims to increase a behavior while punishment to 

decrease a behavior. Often times, decreasing an undesired behavior can be achieved by 

increasing another desired behavior. For example, both punishing for being late for school 

and rewarding for being on time can incentivize a child to be on time. Because of 

the negative effects of punishment, parents should try to discipline by using reinforcement 

instead if possible.However, parents should also be careful not 

to usemorereinforcements because too much of a good thing can be a bad thing. 

REINFORCEMENT VS PUNISHMENT 

 

Add / Remove Stimulus Behavior 

Positive Reinforcement Add Pleasant Enhance desired 

Negative Reinforcement Remove Aversive Enhance desired 

Positive Punishment Add Aversive Deter undesired 

Negative Punishment Remove Pleasant Deter undesired 

 

(4) Extinction 

What could cause a person or animal to stop engaging in a previously conditioned behavior? 

Extinction is one explanation. In psychology, extinction refers to the gradual weakening of a 

conditioned response those results in the behavior decreasing or disappearing. In other words, 

conditioned behavior eventually stops. It is the disappearance of a previously learned 

behavior when the behavior is not reinforced.It is an alternative to punish undesirable 

behaviour is called extinction. It refers to weakening of behaviour by ignoring or making sure 

https://www.parentingforbrain.com/discipline-vs-punishment/
https://www.parentingforbrain.com/words-of-encouragement-for-kids/


it is not reinforced. The rationale for using this is the behaviour not followed by any reinforce 

is weakened.  In other words if reward are withdrawn for behaviour that were previously 

reinforced, the behaviours probably become less frequent and die out. But extinction needs 

time and patience to be effective. 

 Example: imagine that you taught your dog to shake hands. Over time, the trick 

became less interesting.You stop rewarding the behavior and eventually stop asking 

the animal to shake. Eventually, the response becomes extinct, and the dog no longer 

displays the behavior. 

6.5THEORIES OF LEARNING 

There are various that explain how learning takes place in an individual. The present section 

of this chapter explains the different theories of learning. The theories of learning are 

 Classical conditioning Theory 

 Operant conditioning Theory 

 Social learning Theory 

 Cognitive Theory 

 Attribution Theory 

 

(1) CLASSICAL CONDITIONING THEORY 

Severaltypes of learning exist. The most basic form is associative learning, i.e., making a new 

association between events in the environment . Classical conditioning is a reflexive or 

automatic type of learning in which a stimulus acquires the capacity to evoke a response that 

was originally evoked by another stimulus.In simple terms, two stimuli are linked together to 

produce a newly learned response in a person or animal. It was developed by Ivan Pavlov 

(1849 – 1936) and John B. Watson (1878 – 1958). Ivan Pavlov and his theory of classical 

conditioning had a profound impact on the understanding of human behavior. 

PAVLOV AND HIS DOGS 

In the early twentieth century, Russian physiologist Ivan Pavlov did Nobel prize-winning 

work on digestion. While studying the role of saliva in dogs’ digestive processes, he stumbled 



upon a phenomenon he labeled “psychic reflexes.” Pavlov’s dogs, restrained in an 

experimental chamber, were presented with meat powder. Over time, he noticed that his dogs 

who begin salivation before the meat powder was even presented. Fascinated by this finding, 

Pavlov paired the meat powder with various stimuli such as the ringing of a bell. After the 

meat powder and bell (auditory stimulus) were presented together several times, the bell was 

used alone. Pavlov’s dogs, as predicted responded by salivating to the sound of the bell 

(without the food). The bell began as a neutral stimulus (i.e. the bell itself did not produce the 

dogs’ salivation). However, by pairing the bell with the stimulus that did produce the 

salivation response, the bell was able to acquire the ability to trigger the salivation response.  

In technical terms, the meat powder is considered an unconditioned stimulus (UCS) and the 

dog’s salivation is the unconditioned response (UCR). The bell is a neutral stimulus until the 

dog learns to associate the bell with food. Then the bell becomes a conditioned stimulus (CS) 

which produces the conditioned response (CR) of salivation after repeated pairings between 

the bell and food. There are three stages of classical conditioning. At each stage the stimuli 

and responses are given special scientific terms: 

STAGE 1: BEFORE CONDITIONING 

In this stage, the unconditioned stimulus (UCS) produces an unconditioned response 

(UCR) in an organism. In basic terms, this means that a stimulus in the environment has 

produced a behavior / response which is unlearned (i.e., unconditioned) and therefore is a 

natural response which has not been taught. In this respect, no new behavior has been learned 

yet. 

STAGE 2: DURING CONDITIONING 

During this stage a stimulus which produces no response (i.e., neutral) is associated with the 

unconditioned stimulus at which point it now becomes known as the conditioned stimulus 

(CS). Often during this stage, the UCS must be associated with the CS on a number of 

occasions, or trials, for learning to take place.  

STAGE 3: AFTER CONDITIONING 

Now the conditioned stimulus (CS) has been associated with the unconditioned stimulus 

(UCS) to create a new conditioned response (CR). 



JOHN B. WATSON: EARLY CLASSICAL CONDITIONING WITH 

HUMANS 

John B. Watson further extended Pavlov’s work and applied it to human beings. In 1921, 

Watson studied Albert, an 11 month old infant child. The goal of the study was to condition 

Albert to become afraid of a white rat by pairing the white rat with a very loud, jarring noise 

(UCS). At first, Albert showed no sign of fear when he was presented with rats, but once the 

rat was repeatedly paired with the loud noise (UCS), Albert developed a fear of rats. It could 

be said that the loud noise (UCS) induced fear (UCR). The implications of Watson’s 

experiment suggested that classical conditioning could cause some phobias in humans. 

(2) OPERANT CONDITIONING THEORY 

Operant conditioning (also called "instrumental conditioning") is a learning process through 

which the strength of a behavior is modified by reward or punishment. It is also a procedure 

that is used to bring about such learning.It was a behaviorist theory based on the 

fundamental idea that behaviors that are reinforced will tend to continue, while behaviors that 

are punished will eventually end. Operant conditioning can be described as a process that 

attempts to modify behavior through the use of positive and negative reinforcement. Through 

operant conditioning, an individual makes an association between a particular behavior and a 

consequence.It was developed by Burrhus Frederic (B.F.) Skinner (1904 – 1990), Ivan 

Pavlov (1849 – 1936). 

The difference between operant conditioning and classical conditioning is that operant 

conditioning; a voluntary response is then followed by a reinforcing stimulus. In this way, the 

voluntary response (e.g. studying for an exam) is more likely to be done by the individual. In 

contrast, classical conditioning is when a stimulus automatically triggers an involuntary 

response. 

 Example:  Parents rewarding a child’s excellent grades with candy or some other prize. 

 Example: A schoolteacher awards points to those students who are the most calm and well-

behaved. Students eventually realize that when they voluntarily become quieter and better 

behaved, that they earn more points. 

 Example:If the student is applauded and complimented, he/she is more likely to be 

encouraged for similar presentations in the future. On the other hand, if the student is laughed 

at or criticized, future presentations are likely to be nothing but a formality. 

https://www.learning-theories.com/behaviorism.html


(3) SOCIAL LEARNING THEORY 

Social learning theory explains human behavior in terms of continuous reciprocal interaction 

between cognitive, behavioral, and environmental influences. 

It was developed by Albert Bandura (1925 – Present). It posits that people learn from one 

another, via observation, imitation, and modeling. The theory has often been called a bridge 

between behaviorist and cognitive learning theories because it encompasses attention, 

memory, and motivation.It states that learningis a cognitive process that takes place in 

a social context and can occur purely through observation or direct instruction, even in the 

absence of motor reproduction or directreinforcement. In addition to the observation of 

behavior, learning also occurs through the observation of rewards and punishments, a process 

known as vicarious reinforcement. When a particular behavior is rewarded regularly, it will 

most likely persist; conversely, if a particular behavior is constantly punished, it will most 

likely desist.People learn through observing others’ behavior, attitudes, and outcomes of 

those behaviors. “Most human behavior is learned observationally through modeling: from 

observing others, one forms an idea of how new behaviors are performed, and on later 

occasions this coded information serves as a guide for action.” 

NECESSARY CONDITIONS FOR EFFECTIVE MODELING 

 Attention: Various factors increase or decrease the amount of attention paid. It 

includes distinctiveness, affective valence, prevalence, complexity, functional value. 

One’s characteristics (e.g. sensory capacities, arousal level, and perceptual set, past 

reinforcement) affect attention. 

 Retention: Remembering what you paid attention to. It Includes symbolic coding, 

mental images, cognitive organization, symbolic rehearsal, motor rehearsal 

 Reproduction: Reproducing the image. It includes physical capabilities, and self-

observation of reproduction. 

 Motivation: Having a good reason to imitate. It includes motives such as past (i.e. 

traditional behaviorism), promised (imagined incentives) and vicarious (seeing and 

recalling the reinforced model) 

RECIPROCAL DETERMINISM 

https://en.wikipedia.org/wiki/Learning
https://en.wikipedia.org/wiki/Cognitive_process
https://en.wikipedia.org/wiki/Social_context
https://en.wikipedia.org/wiki/Reinforcement


Bandura believed in “reciprocal determinism”, that is, the world and a person’s behavior 

cause each other, while behaviorism essentially states that one’s environment causes one’s 

behaviour. Bandura considered personality as an interaction between three components: the 

environment, behavior, and one’s psychological processes (one’s ability to entertain images 

in minds and language). 

(4) COGNITIVE THEORY 

It was developed by Jean Piaget.Studying the mental processes known as cognition can make 

it easier to understand human knowledge and behavior. Cognition is our thinking process. It 

describes the very act of acquiring knowledge through perception, thinking, imagination, and 

remembering, judging, problem-solving, and selective attention. Cognition is one of the 

higher functions that our brain performs. In recent years, the study of cognition has become a 

sub-discipline of psychology known as cognitive psychology. 

Cognitive psychology uses scientific methods to study mental processes. It also 

acknowledges the idea that thoughts, feelings, and beliefs can sometimes determine emotion 

and behavior. To change the way people behave, thoughts, beliefs, and 'knowing' may need to 

be changed. 

Three Aspects of Cognition 

 Perception: Perception is the process of selecting, organizing, and interpreting 

stimuli. Stimuli are a thing or event that evokes a response. Think of 

perception as the way you view things or how we interpret what we see. For an 

example, suppose there is an eight ounce glass filled with four ounces of water. 

One person will perceive a glass half full and another will perceive a glass half 

empty. 

 Attention: Attention refers to how we actively process specific information 

present in our environment. Think of attention as a highlighter. As you read 

through a section of text in a book, the highlighted section stands out, causing 

you to focus your interest on that area. Attention allows you to 'tune out' 

information, sensations, and perceptions that are not relevant at the moment 

and instead focus your energy on the information that is important. 



 Memory: Memory involves the process of acquiring, storing, and recalling 

information. It plays a vital part of our life. Think of memory as like a giant 

filing cabinet with slots and folders. Each folder is labelled and stored until 

needed. 

(5) ATTRIBUTION THEORY 

How do we attach meaning to other's behavior, or our own?  This is called attribution theory. 

For example, is someone angry because they are bad-tempered or because something bad 

happened? Attribution theory deals with how the social perceiver uses information to arrive at 

causal explanations for events.  It examines what information is gathered and how it is 

combined to form a causal judgment”. It is concerned with how and why ordinary people 

explain events as they do. 

Attribution Theory attempts to explain the world and to determine the cause of an event or 

behavior (e.g. why people do what they do). It was contributed by Bernard Weiner. He 

developed a theoretical framework that has become very influential in social psychology 

today. Attribution theory assumes that people try to determine why people do what they do, 

that is, interpret causes to an event or behavior.  

There were two main types of attribution. 

 Internal Attribution: The process of assigning the cause of behavior to some 

internal characteristic, rather than to outside forces. When we explain the 

behavior of others we look for enduring internal attributions, such as 

personality traits.  For example, we attribute the behavior of a person to their 

personality, motives or beliefs. 

 External Attribution: The process of assigning the cause of behavior to 

some situation or event outside a person's control rather than to some internal 

characteristic. When we try to explain our own behavior we tend to make 

external attributions, such as situational or environment features. 

A three-stage process underlies an attribution 

 Behavior must be observed/perceived 

 Behavior must be determined to be intentional 



 Behavior attributed to internal or external causes 

Weiner’s attribution theory is mainly about achievement. According to him, the most 

important factors affecting attributions are ability, effort, task difficulty, and luck. 

Attributions are classified along three causal dimensions: 

 Locus of control (two poles: internal vs. external) 

 Stability (do causes change over time or not?) 

 Controllability (causes one can control such as skills vs. causes one cannot control 

such as luck, others’ actions, etc.) 

When one succeeds, one attributes successes internally (“my own skill”). When a rival 

succeeds, one tends to credit external (e.g. luck). When one fails or makes mistakes, we will 

more likely use external attribution, attributing causes to situational factors rather than 

blaming ourselves. When others fail or make mistakes, internal attribution is often used, 

saying it is due to their internal personality factors. 

6.6 LEARNING AND PERSONALITY DEVELOPMENT 

A person's personality is defined by their characteristics, behaviors, thoughts, and feelings. 

Learning plays a significant role in shaping up the personality of an individual. Effective 

learning helps an individual to get positive thought pattern, gain confidence, and improve 

behaviour. Many people still think that personality is related to the physical appearance of a 

person. If a person is well-built and wearing a good dress it is said that he/she has a good 

personality. But this is not a rational approach. In case the inner personality of a person is 

weak he/she will lose impact as soon as he/she speaks or acts. Such a person fails to create a 

lasting impression on others and rising in his/her career becomes a very difficult task. 

Therefore, both the inner and the outer personality of a person should be strengthened. This 

can be done through training/ practice which implies that through continuous learning. 

Therefore learning is beneficial emotionally, financially, physically and socially. The greatest power 

of all lies inside the mind, and with everything that we learn we strengthen the mind, thus 

strengthening our personal power and personality. 

 



Activity 1 

Answer the following: 

1. Define learning. Explain the how learning takes place in an individual with the help of classical 

conditioning theory.  

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

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

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

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

2. Describe how the principles of learning can be used in developing desirable behaviour in an 

employee with suitable examples. 

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

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

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

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

 

6.7 Summary 

Learning is the process of acquiring new or modifying existing knowledge, behaviours, skills, 

attitudes and values, or preferences.A lot of our learning occurs randomly throughout life, 

from new experiences, gaining information and from our perceptions. Hence the present 

lesson covers the concept of learning in detail. It outlines the features, principles and various 

theories of learning which provide students an understanding in to those aspects. This would 

help students to analyse the role of learning in determining the behaviour of an individual. 

6.8 Self-Assessment Test 

1. Give an example how the principle of motivation is important for learning. 

2. Explain with examples how punishment can promote desirable behaviour in a student. 

3. Discuss how favourable consequences make individual to repeat the behaviour with the 

help of operant conditioning theory. 

 



6.9 Essay and Short Answer Questions 

Essay Questions 

1. Define the term learning. Explain the various principles of learning. 

2. Discuss the different theories of learning. 

3. Explain the classical conditioning theory with relevant examples. 

4. What is reinforcement? Explain how learning it impacts learning with examples. 

Short Questions 

1. What is punishment? 

2. Punishment Vs Reinforcement 

3.  Principle of Extinction. 

4. Negative effects of Punishment. 
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LESSON 7: THEORIES OF MOTIVATION  

 

Objective  

After reading this lesson, you should be able to understand the following: 

1. Understand the role of motivation in determining employee performance. 

2. Know the significance of motivation in an organization. 

3. Apply motivation theories to analyze performance problems. 

4. Understand the morale and its importance. 

Structure 

1. Introduction to Motivation 

2. Definitions 

3. Features of Motivation 

4. Historical Development 

5. Content Theories of Motivation 

6. Process Theories of Motivation 

7. Motivational Factors or Incentives at Workplace 

8. Importance of Motivation at Workplace. 

9. Small Motivational Stories 

10. Morale 

11. Summary 

12. Self-Assessment Questions 

13. Further Readings 

 

INTRODUCTION  

Motivation is essentially about commitment to doing something. In the context of a business, 

motivation can be said to be about "The will to work". However, motivation is about more than 

simply working hard or completing tasks. Entrepreneurs and staff can find motivation from a variety 

of sources. Motivation can come from the enjoyment of the work itself and/or from the desire to 

achieve certain goals e.g. earn more money or achieve promotion. It can also come from the sense of 

satisfaction gained from completing something, or achieving a successful outcome after a difficult 

project or problem solved. Why does motivation matter in business? In short, people's behaviour is 

determined by what motivates them. The performance of employees is a product of both their 

abilities (e.g. skills & experience) and motivation. A talented employee who feels de-motivated is 

unlikely to perform well at work, whereas a motivated employee can often deliver far more than is 

expected from them! 

 



Motivating people to perform, higher than their normal physical and mental capacities, and to keep 

them satisfied is a very complex function of management.Motivation is inspiring and encouraging 

people to work more and contribute for achieving the objectives of the company. It is an inspirational 

process which impels the members of the team to pull their weight effectively to give their loyalty to 

the group, to carry out the tasks properly that they have accepted, and generally to play an effective 

part in the job that the group has undertaken. the present module on motivation is aimed to provide 

the basic concepts and need for motivations. It also highlights the various Management theories on 

Motivation the helps a manager to under the different situations use Motivation as an effective tool. 

 

 

 

  

Definition of Motivation 

In the words of Michael Jucious, ‘motivation is the act of stimulating someone or oneself to get a 

desired course of action, to push the right button to get a desired reaction’. 

According to W. G. Scot, "Motivation means a process of stimulating people to action to 

accomplish the desired goals." 

According to Michael J. Jucius, "Motivation is the act of stimulating someone or oneself to get a 

desired course of action, to push the right button to get a desired result." 

 

FEATURES OF MOTIVATION 

1. Psychological Process: Motivation is a psychological process useful for encouraging employees 

to take more interest in the work assigned. It relates to human relations. 

2. Initiative by Manager: The initiative for motivation is by the manager by offering guidance and 

also by other methods like appreciation of good work or offering incentives. Management has to 

adopt special measures for motivating employees. They include monetary as well as non-

monetary. 

3. Continuous activity: It is a continuous and circular process. Subordinates need motivation in a 

continuous manner as their needs and expectations change from time to time. A manager has to 

study the needs of workers and use the technique of motivation accordingly. The process of 

motivation must be made a regular and continuous one. 

4. Goal-oriented and action-oriented : Motivation diverts human behavior towards certain goals. 

Attainment of organizational and individual goals depends on the motivational plans. 



5. Broad concept: Motivation covers needs, human relations and satisfaction of employees. For 

employee motivation, monetary and other incentives need to be offered. Job satisfaction is one 

such need and is useful for their motivation. 

6. Essence of management process: Motivation is an essential function of a manager. He has to 

motivate his subordinates for achieving organizational objectives. Motivated labour force is an 

asset of a business unit. Motivated employees bring prosperity to a business unit. 

7. Beneficial to employees and management: Motivation offers benefits to employees and 

Organisation. It avoids crashes and encourages cooperative outlook among employees. 

Motivation leads to cordial labour-management relations. It provides more profit to management 

and better welfare to employees. 

8. Varied measures available for motivation: For motivation, various monetary and non monetary 

incentives can be offered to employees by the management. Attractive wages, welfare facilities, 

job satisfaction, appreciation of good work, encouragement to self-development, job security and 

fair treatment are some measures of motivating employees. 

9. Motivation is different from satisfaction: Motivation implies a drive towards a result while 

satisfaction involves result already experienced and achieved. 'When desire is satisfied, employee 

is motivated'. 

10. Related to a person in totality: An employee is motivated in totality and not in part. Employee's 

basic needs are interrelated. Management must fulfill all the needs through monetary and non-

monetary incentives. 

 

IMPORTANCE OF MOTIVATION AT THE WORKPLACE 

Motivation occupies an important place and position in the whole management process. This 

technique can be used fruitfully for encouraging people to make positive contribution for achieving 

organizational objectives. Motivation is necessary as human nature needs some sort of inducement, 

encouragement or incentive in order to get better performance. Motivation of employee’s offers may 

benefit to the Organization and also to the employees. This suggests the importance of motivating 

employees. Motivation acts as a technique for improving the performance of employees working at 

different levels. 

A manager has to function as a friend and motivator of his subordinates. Motivation is useful in all 

aspects of life and even our family life. 

 

Following are the importance of motivation in an organization: 

1. Greater efficiency: 

Motivation enhances the efficiency of the employees and of organization. When employees are 

motivated, they can perform with commitment and dedication. 



 

2. Reduction in absenteeism and labour turnover: 

Motivated employees may not remain absent or leave the organization. They develop a sense of 

belonging towards the organization and thus improve their overall performance. 

 

3. Team spirit: 

Motivation improves team spirit of employees, and this improves the work environment and the 

overall performance of the employee and the organization. 

 

4. Reduction in wastages and breakages: 

Motivated employees take great care in handling machines and other resources. This will reduce 

wastages and breakages, thus resulting in higher benefits to the organization. 

 

 

5. Cordial relations: 

Motivation enables cordial and healthy relationship in the organization. Motivation helps reduce 

labour grievances and disputes. It ensures sound relations between the management and the labour. 

It improves the overall efficiency of the organization. 

 

6. Promotion of innovation: 

Motivated employees use their initiative to find out innovative ways in the performance of their 

operations. Such employees are more creative and help the organization to gain the competitive 

advantage. 

7. Optimum use of resources: 

Motivation leads to greater employee involvement and lesser wastages. This leads to optimum 

utilization of resources. 

8. Corporate image: 

Motivated employees are more loyal to the organization. They work with a sense of commitment and 

dedication. This improves the overall performance of the employee, which enables better results for 

the company. This results in better relations with all the stakeholders. 

MOTIVATION THEORIES 

The term 'motive' is derived from the Latin word 'emovere' which means to move or to activate? 

Motivation is the act of making someone to act in the desired manner through positive 

encouragement. It is through motivation that employees can be induced to work more, to earn more 

and to give better results to the Organization. Early explanations of motivation focused on instincts. 

Psychologists writing in the late 19th and early twentieth century have suggested that human beings 

were basically programmed to behave in certain ways, depending upon the behavioral cues to which 



they were exposed. Sigmund Freud, for example, argued that the most powerful determinants of 

individual behavior were those of which the individual was not consciously aware. 

 

According to Motivation and Leadership at Work (Steers, Porter, and Bigley, 1996), in the 

early twentieth century researchers began to examine other possible explanations for differences in 

individual motivation. Some researchers focused on internal drives as an explanation for motivated 

behavior. Others studied the effect of learning and how individuals base current behavior on the 

consequences of past behavior. Still others examined the influence of individuals' cognitive 

processes, such as the beliefs they have about future events. Over time, these major theoretical 

streams of research in motivation were classified into  

 

 

Content Theories:The content theories find the answer to what motivates an individual and is 

concerned with individual needs and wants. Following theorists have given their theories of 

motivation in content perspective: 

1. Maslow’s need Hierarchy 

2. Herzberg’s Motivation-Hygiene Theory 

3. McClelland’s Needs Theory 

4. Alderfer’s ERG Theory 

 

Process Theories: The process theories deal with “How” the motivation occurs, i.e. the process of 

motivation and following theories were given in this context: 

1. Vroom’s Expectancy Theory 



2. Adam’s Equity Theory 

3. Reinforcement Theory 

4. Carrot and Stick Approach to Motivation 

 

Thus, these theories posit that how an individual gets motivated to perform the task and what are the 

factors that contribute towards the motivation. 

 

1. Maslow’s Need Hierarchy 

The Maslow’s Need Hierarchy is given by Abraham Maslow, who has explained the strength of 

certain needs at the different point of time 

Maslow has given a framework that helps to understand the strength of needs and how a person 

moves from one need to the other when the basic needs are fulfilled. These needs are arranged in the 

hierarchical form as shown below: 

 

Maslow's Need Hierarchy 

Physiological Needs: These needs are the 

basic needs, a prerequisite for the survival 

of the human being. Air, water, food, 

sleep are the physiological needs which 

must be met, in order to go further in the 

hierarchy. If these needs are not met, then 

an individual will be highly motivated to 

satisfy these first, while the other levels of 

needs would provide him with a little 

motivation. 

Safety Needs: Once the physiological or basic needs are fulfilled, the other needs become important. 

The next comes the safety or security needs. People begin to feel the need for a safer place to live in, 

i.e. shelter, safe neighborhood, steady employment, etc. Thus, at this stage, the need for self-

preservation i.e. a need for being free of physical danger, emerges. 

Social Needs: After the first two needs of the hierarchy are met, people tend to move further and 

seeks to satisfy their social needs. Since a human being is a social animal who lives in the society, 

has an urge to belong to and be accepted by all. The need for love, affection, belonging emerges at 

this stage. Thus, the relationships are formed at this level. 

Esteem Needs: Once the above needs are fulfilled, an individual strives to achieve the esteem needs, 

concerned with self-respect, self-confidence, a feeling of being unique, social recognition, personal 



worth, etc. On the satisfaction of these needs, an individual feels the sense of power and control and 

becomes more confident. 

Self-Actualization Needs: The next and the final need on the Maslow’s Need Hierarchy is the Self 

Actualization Need. It refers to the need to maximize one’s potential. These needs are related to the 

development of one’s intrinsic capabilities that can be utilized in different real life situations. It can 

be rephrased as, a desire of becoming, what one is capable of becoming. 

Thus, according to this theory, the behavior of an individual is determined by his strongest needs, i.e. 

a person is motivated to fulfil the unsatisfied needs. 

Activity – I: Explain how employees are motivated according to Maslow’s hierarchy of needs. 

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

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

 

2. Alderfer’s ERG Theory 

Alderfer’s ERG Theory is the extension 

of Maslow’s Needs Hierarchy, wherein 

the Maslow’s five needs are categorized 

into three categories, Viz. Existence 

Needs, Relatedness Needs, and Growth 

Needs. 

An American psychologist Clayton Paul 

Alderfer had proposed this theory and 

believed that each need carries some 

value and hence can be classified as 

lower-order needs and higher-order 

needs. He also found some level of overlapping in the physiological, security and social needs along 

with an invisible line of demarcation between the social, esteem and self-actualization needs. This 

led to the formation  

Alderfer’s ERG Theory 

1) Existence Needs: The existence needs comprises of all those needs that relate to the 

physiological and safety aspects of human beings and are a prerequisite for the survival. 

Thus, both the physiological and safety needs of Maslow are grouped into one category 

because of their same nature and a similar impact on the behavior of an individual. 

 

2) Relatedness Needs: The relatedness needs refer to the social needs, that an individual seeks 

to establish relationships with those for whom he cares. These needs cover the Maslow’s 

social needs and a part of esteem needs, derived from the relationship with other people. 

 



3) Growth Needs: The growth needs cover Maslow’s self-actualization needs as well as a part 

of esteem needs which are internal to the individual, such as a feeling of being unique, 

personnel growth, etc. Thus, growth needs are those needs that influence an individual to 

explore his maximum potential in the existing environment. 

 

3. McClelland’s Needs Theory 

McClelland’s Needs Theory was proposed by a psychologist David McClelland, who believed that 

the specific needs of the individual are acquired over a period of time and gets molded with one’s 

experience of the life. McClelland’s Needs Theory is sometimes referred to as Three Need theory or 

Learned Needs Theory. 

McClelland has identified three basic motivating needs, Viz. Need for Power, Need for Affiliation 

and Need for Achievement and, along with his associates performed a considerable research work on 

these basic needs. 

 

Need for Power (n-pow): What is Power? Power is 

the ability to induce or influence the behavior of 

others. The people with high power needs seek high-

level positions in the organization, so as to exercise 

influence and control over others. Generally, they are 

outspoken, forceful, demanding, practical/realistic-not 

sentimental, and like to get involved in the 

conversations. 

 

Need for Affiliation (n-affil): People with high need for affiliation derives pleasure from being 

loved by all and tend to avoid the pain of being rejected. Since, the human beings are social animals, 

they like to interact and be with others where they feel, people accept them. Thus, people with these 

needs like to maintain the pleasant social relationships, enjoy the sense of intimacy and like to help 

and console others at the time of trouble. 

 

Need for Achievement (n-ach): McClelland found that some people have an intense desire to 

achieve. He has identified the following characteristics of high achievers: 

 High achievers take the moderate risks, i.e. a calculated risk while performing the activities in 

the management context. This is opposite to the belief that high achievers take high risk. 

 High achievers seek to obtain the immediate feedback for the work done by them, so as to 

know their progress towards the goal. 

http://businessjargons.com/wp-content/uploads/2015/12/McClellands-Needs-Theory.jpg


 Once the goal is set, the high achiever puts himself completely into the job, until it gets 

completed successfully. He will not be satisfied until he has given his 100% in the task 

assigned to him. 

 A person with a high need for achievement accomplishes the task that is intrinsically 

satisfying and is not necessarily accompanied by the material rewards. Though he wants to 

earn money, but satisfaction in the accomplishment of work itself gives him more pleasure 

than merely the cash reward.Hence, McClelland’s Needs Theory posits that the person’s level 

of effectiveness and motivation is greatly influenced by these three basic needs. 

 

4. Herzberg’s Motivation-Hygiene Theory 

The Herzberg’s Motivation-Hygiene Theory is given by Fredrick Herzberg and his associates, who 

studied the variables that are perceived to be desirable to achieve goals and the undesirable 

conditions to avoid. 

In this context, the study was conducted wherein the experiences and feelings of 200 engineers and 

accountants were analyzed. They were asked to share their previous job experiences in which they 

felt “exceptionally good” or “exceptionally bad.” Through this study, Herzberg concluded that there 

are two job conditions independent of each other that affect the behavior differently. 

The first set of job conditions has been referred to as maintenance or hygiene factor, wherein the 

same job conditions provide the same level of dissatisfaction, in case the conditions are absent, 

however, their presence does not motivate in a strong way. 

The second set of job conditions is referred to as motivational factors, which primarily operate to 

build strong motivation and high job satisfaction, but their absence does not result in strong 

dissatisfaction. 

Hygiene Factors: Herzberg identified ten maintenance or hygiene factors, that are not intrinsic parts 

of a job, but are related to the conditions in which the job 

has to be performed. These are company policy and 

administration, technical supervision, job security, 

working conditions, interpersonal relationship with peers, 

subordinates and supervisors, salary, job security, 

personal life, etc. 

Motivational factors: These factors have a positive effect 

on the functioning of the employees in the organization. 

There are six factors that motivate employees: 

Achievement, Recognition, Advancement, Work-itself, Possibility of growth and Responsibility. An 

increase in these factors satisfies the employees and the decrease in these will not affect the level of 

satisfaction. 
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Thus, Herzberg’s Motivation-Hygiene Theory studied the variables which were responsible for the 

level of satisfaction and had been applied in the industry that has given several new insights. 

 

VROOM’S EXPECTANCY THEORY 

Definition: Vroom’s Expectancy Theory was proposed by Victor. H. Vroom, who believed that 

people are motivated to perform activities to achieve some goal to the extent they expect that certain 

actions on their part would help them to achieve the goal. 

Vroom’s Expectancy Theory is based on the assumption that an individual’s behavior results from 

the choices made by him with respect to the alternative course of action, which is related to the 

psychological events occurring simultaneously with the behavior. This means an individual selects a 

certain behavior over the other behaviors with an expectation of getting results, the one desired for. 

Thus, Vroom’s Expectancy Theory has its roots in the cognitive concept, i.e. how an individual 

processes the different elements of motivation. This theory is built around the concept of valence, 

instrumentality, and Expectancy and, therefore, is often called as VIE theory. 

The algebraic representation of Vroom’s Expectancy theory is: 

Motivation (force) = ∑Valence x Expectancy 

 

Valence: It refers to the value that an individual places on a particular outcome or a strength of an 

individual’s preference for the expected rewards of the outcome. To have a positive valence, one 

should prefer attaining the outcome to not attaining it. For example, if an employee gets motivated 

by promotions, then he might not value offers of increased incentives. The valence is zero if an 

individual prefers not attaining outcomes to attaining it. In the above example, an employee agrees 

with the increased incentives. 

Instrumentality: Another major input into the valence is the instrumentality of first level outcome in 

obtaining the second level outcome, i.e. a degree to which the first level leads to the second level 

outcome. For example, suppose an employee desires promotion and he feel that superior 

http://businessjargons.com/wp-content/uploads/2015/12/Vrooms-expectancy-theory-1.jpg


performance is a key factor to achieve the goal. Thus, his first level outcomes are superior, average 

and poor performance and the second level outcome is the promotion. 

Hence, the first level outcome of high performance acquires the positive valence so as to have the 

expected relationship with the second level outcome of the promotion. Thus, an employee will be 

motivated to perform efficiently with a desire to get promoted. 

Expectancy: Expectancy, another factor that determines the motivation, refers to the probability that 

a particular action will lead to the desired outcome. The expectancy is different from the 

instrumentality in the sense; it relates efforts to the first level outcome, whereas the instrumentality 

relates to first and second-level outcomes to each other. Thus, expectancy is the probability that a 

particular action will lead to a particular first-level outcome. 

 

ADAM’S EQUITY THEORY 

The Adam’s Equity Theory posits that people maintain a fair relationship between the performance 

and rewards in comparison to others. In other words, an employee gets de-motivated by the job and 

his employer in case his inputs are more than the outputs. 

The Adam’s Equity Theory was proposed by John Stacey Adams, and is based on the following 

assumptions: 

 Individuals make contributions (inputs) for which they expect certain rewards (outcomes). 

 To validate the exchange, an individual compares his input and outcomes with those of others 

and try to rectify the inequality. 

There are three types of exchange relationships that arise when an individual input/outcome are 

compared with that of the other persons. 

1. Overpaid Inequity: When an individual perceives that his outcomes are more as compared 

to his inputs, in relation to others. The overpaid inequity can be expressed as: 

 

2. Underpaid Inequity: When an individual perceives that his outcomes are less as compared 

to his inputs, in relation to others. The Underpaid Equity can be expressed as:
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3. Equity: An individual perceives that his outcomes in relation to his inputs are equal to those 

of others. The equity can be expressed as

 

Thus, Adam’s equity theoryshows the level of motivation among the individuals in the 

working environment. An individual is said to be highly motivated if he perceives to be 

treated fairly. While the feelings of de-motivation arise, if an individual perceives to be 

treated unfairly in the organization. 

Thus, an individual’s level of motivation depends on the extent he feels being treated fairly, in terms 

of rewards, in comparison to others. 

 

REINFORCEMENT THEORY OF MOTIVATION 

The Reinforcement Theory of Motivation was proposed by B.F. Skinner and his associates. This 

theory posits that behavior is the function of its consequences, which means an individual develops a 

behavior after performing certain actions. 

The reinforcement theory of motivation is based on the “Law of Effect”concept, i.e. an individual is 

likely to repeat those actions having the positive consequences, and will avoid those behaviors that 

result in negative or unpleasant outcomes. 

The behaviors that elicit consequences is called as operant behavior and reinforcement theory work 

on the relationship between the operant behavior and the associated consequences and, therefore, is 

often called as Operant Conditioning. Operant conditioning means, the change in the behavior 

caused due to the reinforcement (Positive reward or punishment) given after the response. 

The reinforcement theory lay emphasis on the environmental factors that shape the behaviors and 

thus, Skinner believed that environment external to the organization must be designed effectively so 

as to increase the motivation among the employees. 

Thus, the reinforcement theory of motivation mainly focuses on what happens when an individual 

takes some action. It is observed, that people tend to repeat those activities which gives them 

pleasure and avoid the activities with negative consequences. 

 

CARROT AND STICK APPROACH OF MOTIVATION 

The Carrot and Stick Approach of Motivation is a traditional motivation theory that asserts, in 

motivating people to elicit desired behaviors, sometimes the rewards are given in the form of money, 

promotion, and any other financial or non-financial benefits and sometimes the punishments are 

exerted to push an individual towards the desired behavior. 
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The Carrot and Stick approach of motivation is based on the principles of reinforcement and is 

given by a philosopher Jeremy Bentham, during the industrial revolution. This theory is derived from 

the old story of a donkey, the best way to move him is to put a carrot in front of him and jab him 

with a stick from behind. The carrot is a reward for moving while the stick is the punishment for not 

moving and hence making him move forcefully. 

Thus, an individual is given carrot i.e. reward when he performs efficiently and is jabbed with a stick 

or is given a punishment in case of non-performance. While giving the punishments, the following 

points need to be taken care of: 

1. Punishment is said to be effective in modifying the behavior if an individual selects a 

desirable alternative behavior. 

2. If the above condition does not occur the behavior will be temporarily suppressed and may 

reappear after the punishment is over. 

3. The punishment is more effective when given at the time the undesirable behavior is actually 

performed. 

4. The management should make sure, that punishment is properly administered and does not 

become a reward for the undesirable behavior. 

Thus, carrot and stick approach of motivation should be applied carefully such that, both have the 

positive motivational effect on the people in the organization. 

 

STORIES OF MOTIVATION 

1. Colonel Sanders | Kentucky Fried Chicken 

Once, there was an older man, who was broke, living in a tiny house and owned a beat up car. He 

was living off of $99 social security checks. At 65 years of age, he decide things had to change. 

So he thought about what he had to offer. His friends raved about his chicken recipe. He decided 

that this was his best shot at making a change. 

He left Kentucky and traveled to different states to try to sell his recipe. He told restaurant 

owners that he had a mouthwatering chicken recipe. He offered the recipe to them for free, just 

asking for a small percentage on the items sold. Sounds like a good deal, right? 

Unfortunately, not to most of the restaurants. He heard NO over 1000 times. Even after all of 

those rejections, he didn’t give up. He believed his chicken recipe was something special. He got 

rejected 1009 times before he heard his first yes. 

With that one success Colonel Hartland Sanders changed the way Americans eat chicken. 

Kentucky Fried Chicken, popularly known as KFC, was born. 

Remember, never give up and always believe in yourself in spite of rejection. 

 

2. The Carpenter's House  



 An elderly carpenter was ready to retire. He told his employer-contractor of his plans to leave 

the house building business and live a more leisurely life with his wife enjoying his extended family. 

 

He would miss the paycheck, but he needed to retire. They could get by. The contractor was sorry to 

see his good worker go and asked if he could build just one more house as a personal favor. The 

carpenter said yes, but in time it was easy to see that his heart was not in his work. He resorted to 

shoddy workmanship and used inferior materials. It was an unfortunate way to end his career. 

When the carpenter finished his work and the builder came to inspect the house, the 

contractor handed the front-door key to the carpenter. "This is your house," he said, "my gift to you." 

What a shock! What a shame! If he had only known he was building his own house, he would 

have done it all so differently. Now he had to live in the home he had built none too well. 

So it is with us. We build our lives in a distracted way, reacting rather than acting, willing to 

put up less than the best. At important points we do not give the job our best effort. Then with a 

shock we look at the situation we have created and find that we are now living in the house we have 

built. If we had realized that we would have done it differently.  

Think of yourself as the carpenter. Think about your house. Each day you hammer a nail, place a 

board, or erect a wall. Build wisely. It is the only life you will ever build. Even if you live it for only 

one day more, that day deserves to be lived graciously and with dignity. The plaque on the wall says, 

"Life is a do-it-yourself project." Your life tomorrow will be the result of your attitudes and the 

choices you make today. 

 

MORALE 

The term morale is not specific. Like the world health, it coveys different meanings to different 

people. It has been defined in many ways, but all the definitions stress upon attitudes towards work 

for the achievement of organisational objectives. According to Haimann, morale is “the state of mind 

and emotions, affecting the attitude and willingness to work, which in turn affects individual and 

organisational objectives”. William Spriegel has defined morale as the cooperative attitude or mental 

health of a number of people who are related to each other on some basis. McFarland observes that 

“Morale is favourable or unfavourable attitudes of the employees collectively to all aspects of their 

work-the job, the company, their tasks, working conditions, fellow workers, superiors and so on. 

Attitudes express what the individuals think and feel about their jobs. The emphasis is on how 

employees feel, denoting the strong emotional element associated with attitudes”. 

Characteristics of Morale 

The main characteristics of morale are as follows: 



1. Morale basically a psychological concept. It is a mental process which, once started, 

permeates in the entire group creating a mood which results in the formation of a common 

attitude.  

2. Morale is a relative concept and does not indicate by itself, the existence of either a good or 

bad state. Therefore, it is inaccurate to speak of morale as something which is either present 

or absent in a group. There is no absolute state of morale. Thus, morale is a neutral concept 

and it has to be qualified the degree of high morale or low morale. If the attitude of a group is 

poor, morale is low and vice versa. 

3. Morale is a group phenomenon consisting of a pattern of attitudes, it is the sum total of 

employee’s attitudes, feelings and sentiments. 

4. Morale is an indicator of attitudes of employees towards their jobs, superiors, work 

environment and the organisation. 

5.  Morale is a byproduct of group relationships. It reflects the degree of willingness and 

enthusiasm with which the members of a group carry out their assignments. 

6. Morale is dynamic in nature. It cannot be developed overnight. Managers have to make 

continuous efforts to build and maintain high morale. Morale is a long-term concept. 

7. Morale is multi-dimensional; it presents a complex mixture of several elements. It recognizes 

the influence of job situation, human needs and motivational forces on attitudes of individual 

and groups. 

8. Morale is contagious. 

9. Morale is intangible and, therefore, it is very difficult to measure the degree of morale 

accurately. But it can be judged from employee absenteeism and turnover. 

Morale and Motivation 

Morale should be distinguished from motivation. Though both are cognitive concepts, they are 

quite different from each other. Morale is a composite of feelings, attitudes and sentiments; 

where as motivation is the process of stimulating people to work for the achievement of desired 

goals. Morale is a group phenomenon; motivation is largely an individual’s willingness to work. 

Morale sia function of group relationships. On the other hand, motivation is a function needs and 

drivers. Morale is concerned with mobilization of energy. However, morale reflects motivation 

and motivation provides potential for raising morale.     

Significance of Morale 

Military authorities consider morale as the most important factor in winning war. According to 

Napoleon, “in war, morale condition make up three quarters of the game; the relative balance of 

manpower accounts for the remaining quarter”. Morale is equally important in business 



enterprise. It is a vital ingredient of organisational success because attitudes and sentiments 

greatly influence productivity and satisfaction of individuals. 

 Low morale indicates mental unrest among the employees. It hampers production and 

productivity and leads to ill health of employees. The other consequences of low morale are as 

follows: 

1. High rate of absenteeism and labour turnover 

2. Excessive complaints and grievance 

3. Frustration and friction among workers 

4. Lack of discipline 

5. Antagonsim towards the organisation 

6. Low quantity and quality of output 

7. Resistance to change 

Building High Morale 

1. Recognize employees. Implement a recognition program for staffers. You can decide what 

you want to recognize, but most companies celebrate birthdays and accomplishments. Hold a 

monthly birthday celebration for all workers who have birthdays during the month. Purchase 

a cake with everyone’s name on it and have a short dessert party after lunch or late in the 

afternoon. When employees make a suggestion that saves the company money or goes above 

and beyond the job, recognize this at a small awards ceremony. Or simply have an “atta boy” 

discussion with the employee. 

2. Be a respectful manager. Managers who yell, swear and treat employees badly will breed bad 

morale in a company. Be aware of your own actions, and make sure they exemplify 

professionalism and respect. When you act in a positive manner, it’s much easier for your 

employees to follow suit. Help them feel that you respect them, and motivate them to respect 

you, themselves and their fellow employees. 

3. Have one-on-one meetings with employees. Some employees may feel shy in providing 

feedback or making a suggestion in a group meeting, so check in with each staff member on a 

one-on-one basis periodically. Some managers ask for employee opinions after a performance 

appraisal meeting. Others hold a separate meeting just to chat. When an employee makes a 

suggestion or provides feedback, acknowledge what he is saying and implement changes 

where appropriate. When an employee makes a suggestion that is implemented, it can make 

him feel vested in the company and be a huge morale booster. 

4. Invest in your employees. Special training sessions, taking the group out to lunch once in a 

while and providing the tools and equipment needed to do the job shows employees how 



important they are to the company. When you show employees you value them, it can create 

a positive attitude—and one that can easily spread. 

5. Get to know your employees. While a firm line needs to be drawn between a personal and 

professional relationship, getting to know some personal things about your employees can 

show that you care. When employees think management cares about them, it can boost 

morale. If someone's child has been sick, ask if the child is feeling better. If you know 

someone's wife was interviewing for a new job, ask how the interview went. You don’t have 

to get too personal, but showing that you have a personal interest in your employees and their 

well-being can make a difference. 

 

SUMMARY 

1. Motivation can be defined as the underlying process that initiates, directs and sustains behaviour in 

order to satisfy physiological and psychological needs. 

2. Motivation depends upon the internal and external forces. The effort, persistence and direction of the 

activity has an impact on the level of motivation of the individual.  

3. Motivation can be either positive or negative and either intrinsic or extrinsic.  

4. There are two types of theories of motivation, content and process. The content theories are based 

on what causes motivation and the process theories try to address how motivation takes place.  

5. The content theories are Maslow's Need Hierarchy Theory, Alderfer's ERG Theory, Herzberg's 

Motivator-Hygiene Theory, and McClelland's Need Theory.  

6. Maslow's Theory is based on a set of needs in the order of physiological, safety and security, social, 

esteem, self-actualisation. The theory is that lower order needs are satisfied first and then the higher 

order needs are satisfied.  

7. Alderfer's Theory identified three sets of needs, existence-associated with survival, relatedness- 

associated with social and interpersonal relationships and growth-related with personal development.  

8. Herzberg's Two-factor Theory identifies that there are two factors which are necessary for job 

satisfaction. They are hygiene and motivation factors.  

9. McClelland proposed that individuals balance the needs or drives for achievement, power or 

affiliation.. 

10. Process theories provide a model of motivation which explains why motivation takes place. Vroom's 

Expectancy Model and Porter and Lawler's Model suggested that employees were more likely to be 

motivated when they perceived that their efforts would result in successful performance and 

ultimately in the desired rewards and outcomes.  

11. The Equity Model states that employees tend to compare their outcome-input ratios with those of 

others and if they perceive fairness, equity exists or otherwise, equity tension exists.  

12. The crucial aspect of all these theories is that unmet needs will motive individuals to act to fulfil those 

needs which they consider as important and will work to satisfy them.  

 



KEY TERMS 

 Motivation  

 Drive  

 Need  

 Motive  

 Incentive  

 Effort  

 Persistence  

 Intrinsic motivation  

 Extrinsic motivation  

 Self-actualisation 

 Achievement motive  

 Affiliation motive  

 Power motive  

 Hygiene factors  

 Equity  

 Expectancy  

 Valence  

 Instrumentality  

 Psychological contract  

 Morale 

 

 

SELF-ASSESSMENT  

1. Define motivation. What is the importance of motivation to a business organisation?  

2. What are the different kinds of motives?  

3. What are the differences between Maslow's Need Hierarchy Model and Herzberg's Two-

Factor  

Theory of Motivation?  

4. What are the limitations of Maslow's and Herzberg's theories?  

5. Explain the needs as identified by McClelland. How are they related to the behaviour of 

employees?  

6. How can the Porter-Lawler Model of Motivation be used for motivating employees?  

7. What are valence, expectancy and instrumentality as per Vroom's Model? How do these 

variables relate to one another and to work motivation?  

8. How would you distinguish between process and content theories of motivation?  

9. What are the suggestions that you could offer to the management to motivate its staff in an 

industrial organisation? 

10. What is morale? Explain the significance of morale in an organization.  

 

ASSIGNMENT 

Assume you are a manager responsible for recruitment in your organisation and you have been  

recruiting management trainees from the best B schools. However, you have realised that many of  

ese trainees are not satisfied with the working in the organisation and are not putting in their best, or  

criticising the working systems. You are now apprehensive that they may leave and so are thinking  

lout how to motivate these bright young persons. What steps would you suggest to ensure that they  

el motivated and contribute positively to the organisation?  

 



…………………………………………………………………………………………………………

…………………………………………………………………………………………………………

………………………………………………………………………………………………………… 
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LESSION- 8: INTER-PERSONAL BEHAVIOUR 

 

Objectives: 

- To understand the nature of Interpersonal behavior in the organizations. 

- To understand how the self-concept operates and is protected. 

- To understand how interpersonal needs, orientations and attractions affect behavior. 

- To understand how an interpersonal relationship is created, developed and 

maintained. 

- To develop a set of interpersonal skills. 

 

Outline of the Chapter 

8.1 Introduction 

8.2 Nature of Interpersonal Behavior 

8.3 Determinants of Interpersonal Behavior 

8.4 Developing Interpersonal Relationship 

8.5 Developing Interpersonal Skills 

8.6 Reviews 

8.7 Movies for helping. 

8.8  The Influence of Authority 

8.9 Summary 

8.10 Review Questions. 

8.1 INTRODUCTION 

The individual dimensions of organizational behavior are known by studying the individual 

differences like personality, perception, learning, motivation, attitudes and values, stress, 

shape an individual behavior. These dimensions are changed to a certain degree when the 

individual comes in contact with others in the organization where he interacts: 

1. On one to one basis 

2. On one to group basis 

3. On group to one basis 

4. On group to group basis. 
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In each basis of interaction, the individual faces different types of situations, Therefore, how 

he/she  affects the behavior of other/s and how behavior is affected by other/s differ., various 

interactive dimensions of organizational behavior are taken for the study in chapter. 

8.2 NATURE OF INTERPERSONAL BEHAVIOUR 

Interpersonal behavior is concerned with interaction of two persons at a time. In this 

interaction, the individual behaves in particular way which may be either cooperative or   

conflicting. In order to improve interpersonal behavior, various techniques have been 

developed. However, it may be mentioned that these techniques may be used in other types of 

interaction too. Interpersonal behavior, as mentioned above, may be two types:  

a. Cooperative and 

b. Conflicting. 

Interpersonal Cooperative Behaviour 

When the interaction between two persons is mutually gratifying, it is cooperative behavior. 

In this case, both persons are engaged in complementary transactions, as discussed later. Out 

of this interaction, both persons get satisfied over the objectives of mutual interaction. 

Conditions necessary for cooperative interpersonal behavior are mutual trust and respect, 

concern for each other’s needs, and interaction with complementary ego states. In 

organisational setting, such behaviours are functional and lead to the achievement of 

organisational objectives providing satisfaction to the individuals at the same time. 

Interpersonal Conflicting Behaviour 

Out of interpersonal interaction, it is not necessary that only cooperative behavior will result. 

Because of several reasons like personality differences, different value systems, interest 

conflict, role ambiguity, etc., interpersonal conflict may arise in the organization. This type of 

behavior may not be functional for the organization. Therefore, the managers should take 

effective steps to overcome such behaviors. To analyse and improve interpersonal behavior, 

transactional analysis technique has been developed. 

8.3 DETERMINANTS OF INTERPERSONAL BEHAVIOUR 

Self-Concept: What am I? 
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Mankind is unique because only a human being has the capacity for thinking about his or her 

behaviour and appearance. Each person has an attitude toward himself or herself and this 

attitude comprises the self or self-concept. The self-concept has three aspects-beliefs, feelings 

and behaviours. The belief component represents the content of the self. This is illustrated by 

such thoughts as "I am intelligent, sociable, sincere, overweight" etc. The feeling component 

about one's self is reflected in feelings of self-worth or in general as `I'm O.K.' or `I'm not 

O.K.' Finally, the behavioural component is the tendency to act toward one's self in a self-

deprecating c self-enhancing manner.  

Your self-concept is a reflection of all your past experiences with other persons and includes 

characteristics which distinguish you from others. Once your self-concept is established and 

specific patterns of behaviour are adopted, it tends to resist change. This resistance to change 

also gives you a degree of stability that prevents you from regarding yourself as worthless at 

one moment and worthy at the next. As your activities are organised and integrated in relation 

to your self-concept, you can expect to develop a relatively consistent life-style. Also, you 

achieve a stable interpersonal environment by maintaining a consistent relationship between 

your self-concept and your beliefs about how others behave and feel toward you with regard 

to your self-concept. In order to maintain your interpersonal environment and to maximise 

congruence or harmony, you (like any other individual) actively use certain mechanisms to 

stabilise interactions 

1. Misperception: When the actual expectations of others are not congruent with your self-

concept or behaviour, you may simply misperceive how others see you. 

2. Selective Interaction: You may choose to interact with those persons with whom you 

can most readily establish a congruent state. 

3. Selective Evaluation of the Other Person: You maximise congruency by favourably 

evaluating those who behave congruently towards you and devaluate those who do not. 

4. Selective Evaluation of Self: You maximise congruency by altering the values placed on 

various aspects of your self-concept so that the aspects that are in agreement with the 

perception of your own behaviour and those of others arc most highly evaluated. 

5. Response Evocation: You, intentionally or unintentionally, behave in a way that results 

in others' behaving toward you in a congruent fashion. A person in interaction controls 
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the cues provided to others to ensure that he or she will be categorised in certain ways and 

not in any unexpected way. 

The mechanisms, mentioned above, are some of the means used by any person to protect 

one's self-concept and maintain an interpersonal environment. 

Interpersonal Needs: What do you want from me? 

People need people, but for what? Schutz (1966) maintains that there are three interpersonal 

needs-inclusion, control and affection-that cause one, to establish and maintain relations with 

others. These needs are defined as follows: 

1. Inclusion-the need for interaction and association. 

2. Control --the need for control and power. 

3. Affection-the need for love and affection. 

Individuals differ, however, in the strength of their interpersonal needs. 

 

For each interpersonal need, there are two behavioural aspects--expressed and wanted. 

Expressed behaviour is the behaviour that we initiate toward others. whereas wanted 

behaviour is the behaviour we want or prefer from others toward us. 

Compatibility is a property of a relationship between two or more persons that leads to the 

mutual satisfaction of interpersonal needs and harmonious coexistence. If what is wanted and 

what is expressed is equal for both interacting persons, mutual needs are satisfied. For 

example, those who wish to dominate and control activities, work well with those who want 

to be controlled or directed. However, if both parties want to dominate, some degree of 

conflict may be expected. 

When you compare these interpersonal needs with self-concept, you will find that the need 

for inclusion is to feel that the self is significant and worthwhile; for control; the need is to 

feel one's self as a competent and responsible person; for affection, the need is to feel that self 

is a lovable person. 

Activity -A 

Write eighteen simple sentences about yourself starting with "I am" or "I want others to," or 

"I like" Write these sentences as frankly and spontaneously as possible without exercising 
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much caution. Analyze the sentences yourself to determine your self-concept and 

interpersonal needs. 'You may find some of the sentences cannot be put into any of the 

categories we have discussed so far. 

……………………………………………..………………………………… 

Interpersonal Orientations: How do you influence me? 

Individuals vary greatly in how they relate to and influence others. Three basic types of 

persons have been identified-the tough battler, the friendly helper, and the objective thinker. 

These three styles and associated behaviours are outlined in Chart 1. 

The interpersonal orientations are shown in terms of extremes, but they are typical 

descriptions of familiar behaviour. Many people are more oriented to one style than another 

and feel more comfortable with its associated behaviours. While one's style is related to his or 

her personal needs and self-concept, a style can be overdone and distorted. Each style reflects 

behaviour that, in varying degrees, is ineffective in some situations. 

The Tough Battler would relate better to others, if he or she were more sensitive to others, 

could accept his or her own inevitable dependence on others, and recognise that some 

situations will not yield to pressure. The Friendly Helper would be more satisfied if he or she 

could stand up for his or her own interests and face conflict. Like-wise, the Objective Thinker 

could relate to others more effectively, if he or she were more aware and accepting of his or 

her own feelings and those of others. One does not have to assume that his or her behaviour is 

fixed or impossible to control. 
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Activity -B 

Draw an equilateral triangle and name three vertices with three interpersonal orientations. 

Note where you think you are and put a dot at that space within the triangle which will depict 

your position. Get the opinion of a close friend and ask' him to place you within the triangle. 

Do you agree on his assessment of your interpersonal orientation? Explore, with him, the 

differences in perception. 

………………………………………..……………………………………… 

Interpersonal Attraction: Why do we like each other? 

You are not passive in your interpersonal interactions with others but seek to structure these 

relationships. You will choose to interact with others with whom you can most readily 

establish a harmonious relationship. For example, if you regard yourself as very intelligent, 

you will interact with others who respect your intelligence or allow you to use it. By choosing 

such persons as friends, an important and durable source of harmonious interactions is 

created. So, remember: people interact more frequently with those who are perceived as 

confirming their self-concept to the greatest extent. 

The greater the importance and common consequences of an "object" for two people, the 

greater the attraction between both persons. An "object" may refer to any focus of perception-

including physical objects, symbols, the other person's self-concept or to one's own self-

concept. This relationship is depicted in Figure I. 

Figure I: Factors and Dynamics of Interpersonal Attraction 
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The attraction of 'A' towards `B' is affected by the similarity between A's attitude towards `X' 

and his or her perception of B's attitude toward `X'. Moreover, A's own attitude towards `X' 

and his or her perception of B's attitude are influenced by the degree to which he or she is 

attracted to `B'. For example, assume that `A', who is attracted to `B', discovers a difference 

between A's and B's attitudes towards their common supervisor `X'. Assume that `A' likes the 

supervisor but B' does not and holds many unfavourable views about him. Since `A' is 

attracted to `B', even while holding divergent views, a strain is created that must be resolved. 

Return to a state of balance may take several forms: 

1. ‘A shift in A's perception of B's attitude may occur. `A' may decide that he or she was 

mistaken in attributing to `B' a negative attitude towards the supervisor. If `B' actually 

does have a negative attitude, this would be a misperception. 

2. ‘A' might change his or her own attitude in the direction of `B' and develop a negative 

attitude towards the supervisor (X).. 

3. ‘A' might try to convince `B' that `B'' is mistaken about the supervisor. If `B' is attracted 

to `A' and is also experiencing a strain, `B' might be susceptible to such persuasion. 

4. ‘A' might restore balance to the relationship by reducing his or her attraction towards `B'. 

These actions indicate how people seek to validate their attitudes by seeking agreement with 

others-consensual validation. 

When a group begins to interact and acquire information of other's views and attitudes, bonds 

of attraction form most strongly between those who hold similar views toward things that are 

important and relevant to both. Also, a person likes others who have the same feeling toward 

him or her as that person has toward himself or herself. This reinforces one's self-concept and 

facilitates interpersonal relations. 

Activity- C 

Recall a situation where you had differences of attitude with your very close friend about 

somebody whom both of you knows well. How was the difference in attitude reduced? 

Reflect on the process of returning to the state of balance and prepare a small introspective 

note. 
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………………………………..……………………………………… 

Activity-D 

Select three to four close friends with whom' you are mutually attracted. Prepare a list of 

similarities and differences of values, attitudes, needs and expectations between you and your 

friends. How does the list look like? Do similarities outweigh differences or the way round? 

…………………………..……………………………………… 

8.4     DEVELOPING INTERPERSONAL RELATIONSHIPS 

The development of successful working relationships takes time. No one can cultivate 

such a relationship with another person without going through a long arduous process 

that usually takes months or years to develop. The development of a working 

relationship occurs in the following sequences: 

1. The initial contact produces a set of impressions and attitudes in each towards the 

other. A favourable mutual impression is needed to develop a long-term 

relationship. 

2. A positive impression opens the door for a long-term working relationship. When 

this occurs, the interacting parties develop a set of mutually agreeable expectations 

regarding their roles, performance and relationships. 

3. The interacting parties make continuous attempts to meet each other's expectations. 

Failure to carry out this psychological contract will probably terminate the 

relationship. 

4. Mutual trust and influence develop as a result of meeting the psychological 

contract, and these ensure the continuation of the relationship. 

In this section, we are going to discuss, in brief, the four stages of developing 

interpersonal relationship: 

1. Forming first impressions 

2. Developing mutual expectations 
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3. Honouring psychological contracts 

4. Developing trust and influence. 

Forming First Impressions 

First impressions, though often inaccurate, are lasting impressions. First impressions 

are lasting because they influence the way in which people see subsequent data about 

the perceived object or person. So, whether or not first impressions are correct, it is 

important for us to make favourable impressions on other people. Initial impressions 

do not guarantee long-term relationships, but they are essential for entering into 

enduring relationship with others. Many studies have shown that much of the ground-

work for subsequent relationships with others is laid in the very first stage of 

socialisation. 

The first stage of socialisation has a significant implication for those who are looking 

for jobs. When an organisation searches for a new manager, it will probably contact 

between 10 to 40 potential candidates. Of these, it will probably interview between 

three to eight people, but only one will be selected for the position. What factors help 

the employer to narrow down the list? The initial selection is probably based on 

substantive qualities such as educational achievement, job experience and 

specialisation, references, etc. as described in the resume, But the next selection most 

likely results from the impression the candidates make during the job interview. Image 

consultants list the following qualities which help make a good first impression 

(Thompson, 1977): 

1. Poise: One should maintain composure by being diplomatic and personable. 

Nervousness disturbs one's poise. 

2. Articulation: One should speak naturally and fluently, use proper language and 

add deep tones in the voice to create an impression of maturity. 

3. Conservative Dress: Conservative dress in classic styles are appropriate for a 

business engagement such as job interview. Extremes in fashion should be 

avoided. 
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4. Positive Attitude: Without being a naive optimist, one should show a positive 

outlook towards life, for people generally prefer a prudent optimist to a pessimist. 

5. Knowledge ability: Learning something about the organization and its products, 

services and people before an interview demonstrates one’s interest. 

6. Thoughtfulness: One should be alert and responsive, yet weigh each question 

before responding. A hasty response can be seen as indicative of immaturity or 

lack of wisdom. 

7. Self-confidence: In order to make other people have confidence in him or her, the 

person needs to appear self-confident. An erect posture, head held high and an 

assertive tone of voice can help show self-confidence with requisite humility. 

Remember that in forming first impressions, your non-verbal behaviour plays as 

important a role as your verbal behaviour. Read the theme paper of transactional 

analysis and you will appreciate that the body-language associated with different "ego-

states" (like Nurturing Parent, Adult, Adapted Child and Natural Child) play a very 

important part in the process of exchange of positive "strokes" to each other. 

Developing Mutual Expectations 

When people are mutually impressed, they are more likely to enter into a long-term 

relationship. ' When this happens, they develop certain expectations about each other. In work 

organisations, managers may expect new employees to be competent, productive, reliable and 

loyal and to conform to organisational norms. New employees, on the other hand, expect 

their superiors to be fair, supportive and considerate of their needs. 

Many of these expectations are unwritten and unspoken. People usually do not have clear 

ideas about what they expect from other people or from organisations, especially at the 

beginning of a relationship. Initial expectations are usually very general and tend to be 

unrealistic. Unrealistic expectations often develop because people promise more than they 

can deliver at the initial stage in order to impress the other party. 

Parties must go beyond the stage of establishing general expectations in order to determine 

whether or not the relationship is satisfactory. Unless they work out more realistic 

expectations, the relationship becomes superficial and less meaningful. The process of 
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working out mutual expectations involves a series of exchanges and adjustments to each 

other's expectations. 

A set of mutual expectations that is worked out. and understood by the parties is called a 

psychological contract; it governs the relationships between them in day-to-day interactions. 

Although this contract is neither formally stated nor legally binding, it serves as the basis for 

evaluating the quality of the relationship. 

Activity -E 

What is the nature of "psychological contract" between you and another person (your 

employer or your friend or your life partner)? What do you expect the other party to do? 

What do you believe the other party expects you to , do? Find out the areas of expectations 

where you think both the parties mutually but tacitly agree. 

………………………………………..……………………………………… 

Honouring Psychological Contracts 

An effective interpersonal or work relationship cannot develop and be maintained unless the 

participants are willing to honour their psychological contracts. Each party expects the other 

to be faithful in the relationship, not to take arbitrary actions and to be honest with him or 

her. There will, of course, be times when some of these expectations cannot be fully satisfied. 

But when this happens, each party must be reassured that the other is acting in good faith. 

What do people expect from others in working relationships? In one study (Gabarro, 1978); 

executives expected three things from their colleagues: reliable character, professional 

competence and good judgment. 

The character-based expectations include: 

1. Integrity: Maintaining personal and moral honesty in the relationship. 

2. Motive: Having good intentions and acting in good faith. 

3. Consistency: Showing consistency in behaviour. 

4. Openness: Levelling and being honest with another person. 



12 
 

5. Discretion: Maintaining confidences. 

The competence-based expectations include: 

1. Technical competence: Having the ability to perform the assigned task. 

2. Interpersonal competence: Being able to maintain effective interpersonal 

relationships. 

The judgment-based expectations include: 

1. Business sense: Making good business judgment. 

2. Interpersonal judgment: Making an accurate perceptual judgment of other people. 

Each of us has a minimum acceptable level of satisfaction. If the actual fulfilment of 

expectations is below that level, the situation will be viewed a* a violation of the contract. 

When this happens the affected member will send out signals of dissatisfaction in the form of 

joking, complaining or showing anger (sometimes through withdrawal). If these signals are 

received and honoured by the other person, the relationship can be restored or the contract 

may be renegotiated. Otherwise, the association will suffer chronic discontent, strife, 

alienation and eventual termination. 

Activity -F 

Think of a situation where the other party violated the "psychological contract" you had with 

him or her. In what way did you send your signal of dissatisfaction? What happened to your 

signals? 

……………………………………………..……………………………………… 

Developing Trust and Influence 

The result of meeting the psychological contract is an increased level of trust and influence. 

When the parties to the contract are able to meet their mutual expectations, the relationship 

produces mutual trust and favourable sentiment. The more satisfactory the association 

becomes, the greater the influence the parties have on each other. Since the relationship is 

fulfilling, the parties will continually rely on it to satisfy their needs. This dependency 

permits them to exert influence on each other. 
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The increased level of influence enhances each party's ability to affect the behaviour and 

thinking of the other. When a person is able to influence others, the person becomes more 

effective in performing a task. The person's effectiveness is especially increased when the 

task requires a high degree of interaction with other people, for the influential person is 

capable of enlisting the necessary support and cooperation from others. 

8.5 DEVELOPING INTERPERSONAL SKILLS 

The quality of interpersonal relationships is largely affected by the way the parties relate to 

each other. How we relate to another person reflects our own personality. As you have seen 

earlier, some people have a greater desire to maintain close - relationships, others are 

relatively insensitive. But the ability to create, develop and maintain such relationships is not 

inborn. More often than not, this ability involves the way a person listens, questions, cares 

and responds to others. In order to develop a close and binding relationship, parties must 

expose themselves to each other so they can really get to know each other. Unless they know 

each other well, they cannot develop a trusting relationship. 

Increasing Interpersonal Awareness: The Johari Window 

The Johari Window is a conceptual model for studying interpersonal awareness. It was 

developed by Joseph Luft and Harry Ingham (the name Johari combines their first names). It 

is a schematic model that shows how people expose themselves to others and receive 

feedback from others in their interpersonal relationships. As shown in Figure II, the Johari 

Window has four parts: Arena, Blindspot, Closed and Dark. Arena represents the "Public 

self" that is known to the self and others. The Blindspot area is known to others, but not to the 

self. The Closed area is the "private self" which is known to the self, but not to others. The 

Dark area is neither known to the self nor to others. 

Figure II: The Johari Awareness Model of Interpersonal Process 
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The implication of this model is that if Arena is very small, there is very little free and 

spontaneous interaction. On the other hand, the larger the Arena, the greater the chance for 

participants in any relationship to make correct perceptual judgments about each other. This 

accurate perceptual judgment helps them to develop realistic. . mutual expectations. Meeting 

these expectations increases their level of trust and influence, and it helps them maintain a 

mutually satisfying relationship. As. Arena expands, the closed area or private self shrinks 

and it becomes less necessary to hide or deny things one knows or feels. The Blind spot takes 

longer to reduce because self concept protection mechanisms are involved. 

Arena can be expanded by means of self-disclosure and feedback. These two variables are 

shown as two large arrows in the figure and range from less to more. Self-disclosure means 

revealing oneself to another person and sharing one's own "feelings, emotions, facts and 

knowledge with that individual. Self-disclosure is an act of showing respect for, and sharing 

intimacy with another person. Such an act requires trust in another person and is likely to 

encourage the other person to follow suit. But self-disclosure involves both rewards and 

costs. Being open (more self-disclosure) offers the possibility of self-understanding, growth 

and better interpersonal adjustments. On the other hand, when we disclose ourselves to 

another, we are taking the risk of being rejected, misinterpreted or short changed. However, 

unless someone takes the risk and initiates self-disclosure, the relationship will not develop. 

Feedback reduces the Blindspot area and helps us increase our self-awareness, since we often 

do not know how others view us. We can guess how they see us by their reactions, but these 

reactions are often not clear and likely to be misperceived. Unless we receive feedback as to 

how they see us, or what kind of effects our behaviours have on them, we are likely to be 

blind to their feelings and reactions. 

The feedback given by others can hope to reduce Blindspot only if it has the following 

characteristics (Anderson, 1970): 

1. Intended to help the recipient. 

2. Given directly, with real feelings and based on a foundation of trust between the giver 

and the receiver. 

3. Descriptive rather than evaluative. 
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4. Specific rather than general, with good, clear and preferably recent examples., 

5. Given at a time when the recipient appears to be in a condition of readiness to accept it. 

6. Checked with others to be sure that they support its validity. 

7. Includes only those things that the recipient might be expected to be able to do something 

about. 

8. Does not include more than the recipient can handle at any particular time. 

Interpersonal awareness can be increased in several ways. When you feel that something is 

wrong with a relationship but the problem area cannot be identified, you may take one of the 

following actions: 

1. Ask the other party how the relationship is working out for him or her (i.e., solicit 

feedback). Take the initiative in expressing your concerns and feelings (i.e., initiate self-

disclosure) and listen to the feedback with empathy and without any attempt to defend. 

The feedback obtained may not be satisfactory but at least opens the door for 

improvement. 

2. Ask yourself whether you are fulfilling the psychological contract. Take stock of your 

perceptions of mutual expectation and see if each of you is meeting these expectations. 

Keeping in mind the characteristics of effective feedback, communicate your concerns to 

your partner. 

Taking Interpersonal Risks 

Nothing really happens in a relationship until the participants learn to trust each other. 

However, trusting another person is not simple because it involves risk of being exploited. If 

the other person behaves in such a manner that it violates one's trust in him or her, the 

relationship cannot continue; However, we do not know if we can trust, another person until 

such an opportunity of violation of trust arises: There are a few things a person can do to 

create and maintain a trusting relationship: 

1. Take the initiative in self-disclosure. This can set the tone for developing and 

maintaining a relationship of trust. 
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2. Accept another person's self-disclosure: Appreciate the other person for taking the 

initiative and the risk of rejection. 

3. Reciprocate another's initiative with your own self-disclosure. Failure to do so will be 

interpreted by the other person's a lack of interest and will arouse the anxiety of possible 

exploitation. 

4. Remember that the self-fulfilling prophecy works in an interpersonal relationship. An 

initial assumption about a person has a way of proving itself. If you assume that the other 

person cannot be trusted, you will find evidence to that effect. If you assume that other 

person can be trusted, you are likely to experience the same. 

Developing Cooperative Relationships 

A relationship will be maintained and will prosper only when it satisfies the participants' 

needs and expectations. In a mutually helpful relationship, the participants tend to 

cooperate rather than compete in sharing limited resources or rewards. In work 

organisations, people compete for limited resources-pay increases, promotions, power and 

recognition. But those who want to develop mutually helpful' relationships with others 

should make an effort to cooperate rather than compete in such a situation. 

However, development of a cooperative relationships is a function of three factors: 

1. Shareable goal: The perception that the goal is shareable by the parties. In all 

interdependent relationships, there exists at least one superordinate goal which can be 

achieved only if the parties cooperate. 

2. Perceived power of all parties: The perception that all parties have power enough to 

use in a benevolent or a malevolent manner, depending upon their individual choice. 

This factor refers to the appreciation of the fact that anybody in a relationship has the 

power to help or hinder goal achievement. 

3. Trust: A minimum level of trust prevailing amongst the parties that power of the other 

party will not be used in a malevolent way. The present level of trust is a product of 

past experience and self-fulfilling prophecy. The more trusting the parties become, the 

more likely it is that they will engage in cooperative relationships in future. 
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Resolving Interpersonal Problems 

A close interpersonal relationship is maintained by building trust, acceptance and support. 

But there are times when one party may become angry with the other for failing to meet 

the psychological contract. When this occurs, the first party should constructively confront 

the second. How well the two handle such an interpersonal problem will indicate the depth 

of the relationship. In a shallow relationship, one party may ignore the destructive 

behaviour of the other, but in a mature relationship, however, both parties should engage 

in constructive confrontation in order to improve the quality of the relationship. 

Constructive confrontation is defined by Johnson (1972) as a deliberate attempt to help 

another person examine the consequences of his or her behaviour. It involves providing 

feedback that is useful and unthreatening to the confrontee. Keeping in mind the 

characteristics of giving feedback as discussed earlier, you can improve the effectiveness 

of confrontation by observing the following principles: 

1. Importance of the relationship: Do not confront another person unless both parties 

see the importance of the relationship and truly value it. Otherwise, confrontation may 

turn into, or be perceived as, criticism. 

2. Ability of the confrontee: Confront another person only when you perceive that he or 

she has the ability to act on your feedback. If the confrontee cannot change his or her 

behaviour, confrontation can lead to frustration. 

Use of empathy: View the problem from the confrontee's perspective. You may even change 

your perception of the problem as a result of this empathy. 

3. Use of "I" language: Use "I" language, such as the words "I", "Me" and "My" to 

reduce the defensiveness of the confrontee. "You" language-use of "You" and "Your" 

is more closely related to criticism and sermonising. 

4. Focusing on behaviour: Focus you feedback on specific behaviours rather than on the 

person. A person-directed feedback produces defensive behaviour and resentment. We 

can change our behaviour but not ourselves. 

Use of descriptive statements: Describe how you see and feel about the situation. 

Evaluating in judgmental statements can easily evoke defensive 
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behaviours because such statements can be interpreted as criticism. 

7. Exploring alternative behaviours: Instead of suggesting any specific solution to the 

problem, help the person explore various means of overcoming it. 

8. Selection of time: Since timing is important for an effective confrontation, select a time 

when the confrontation is relaxed and more open to receiving feedback without being 

defensive. 

9. Importance of privacy: Confront the person in private. Open confrontation will be 

considered a personal attack rather than a helpful encounter. 

10. Use of non-verbal behaviour: Use non-verbal behaviours, which speak louder than 

words, to express yourself to others. Eye contact, appropriate tone of voice and correct 

posture can all add to the effectiveness of confrontation. 

Activity -G 

Select a person with whom you would like to develop a closer relationship in a work-related 

environment. Make a list of the things that you want most from this person. After you have 

done this, make a list of the things that this person may want from you. Compare what you 

want from the other person with what you think the other person wants from you, and answer 

the following questions: 

i) What are the bases for mutual attractions? 

ii) How well can or do you meet the other person's expectations? 

iii) How well does the other person meet your expectations? 

iv) If the relationship is not satisfactory, what do you think is the cause? 

v) How can you improve the relationship? 

Activity-H 

Recollect a situation where you constructively confronted another party by providing 

feedback effectively. Analyse what exactly did you do and how it worked. Recall another 
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situation where you failed to successfully confront another person. Analyse how and why it 

happened that way. What would you do in case you get a second chance? 

Activity-I 

Transactional Analysis is a very useful framework for understanding and improving 

interpersonal behaviour. Read the theme paper on Transactional Analysis and integrate TA 

concepts with the concepts mentioned in this unit. 

8.6 REVIEWS 

Intuitively, most of us probably think the term ‘social’ means doing things with (or being in 

the presence of) other people and that social psychology is therefore about the causes and 

effects of this ‘social presence’. Although social psychologists use the term ‘social’ in a much 

broader way than this, the effect of the physical presence of other people on our behaviour 

remains an important research question (Guerin, 1993). 

In fact, in 1898 Triplett designed one of the earliest social psychology experiments to address 

this very question. He discovered from analysis of published records that cyclists go faster 

when paced by another cyclist, and he decided to investigate this phenomenon under more 

controlled conditions. Triplett had 40 children reel in fishing lines, either alone or in pairs, 

and he discovered that the children tended to perform the task more quickly when in the 

presence of someone else doing the same task. Triplett attributed this ‘quickening effect’ to 

the arousal of a competitive instinct. 

Some years later, F. Allport (1920) coined the term social facilitation to refer to a more 

clearly defined effect in which the mere presence of con-specifics (i.e. members of the same 

species) would improve individual task performance. These conspecifics might be co-actors 

(i.e. doing the same task but not interacting) or simply a passive audience (i.e. observing the 

task performance). 

Research (much of it with an exotic array of different species) seemed to confirm this. We 

now know that cockroaches run faster, chickens, fish and rats eat more, and pairs of rats 

copulate more when being ‘watched’ by members of their own species (see Zajonc, 

Heingartner & Herman, 1969). However, later research found that the presence of co 

specifics sometimes impairs performance, although it was often unclear what degree of social 
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presence produced impairment (i.e. coaction or a passive audience). 

Zajonc (1965) put forward a drive theory to explain social facilitation effects. He argued that, 

because people are unpredictable, the mere presence of a passive audience instinctively and 

automatically produces increased arousal and motivation. This was proposed to act as a drive 

that produces dominant responses for that situation (i.e. well learned, instinctive or habitual 

behaviours that take precedence over alternative responses under conditions of heightened 

arousal or motivation). But do dominant responses improve task performance? Zajonc argued 

that if the dominant response is the correct behaviour for that situation (e.g. pedalling when 

we get on a bicycle), then social presence improves performance (social facilitation). But if 

the dominant response is an incorrect behaviour (e.g. trying to write notes in a lecture before 

we have understood properly what is being said), then social pres-ence can impair 

performance (social inhibition). 

Zajonc believed that drive was an innate reaction to the mere presence of others. Other views 

are that drive results from an acquired apprehension about being evaluated by others 

(Cottrell, 1972) or from conflict between paying attention to a task and to an audience (e.g. 

Sanders, 1981). Still other researchers discard the notion of drive entirely. They suggest that 

social facilitation may occur because of distraction and subsequent narrowing of attention, 

which hinders performance of poorly learned or difficult tasks but leaves unaffected or 

improves performance of well learned or easy tasks (Baron, 1986; Manstead & Semin, 1980). 

Alternatively, social presence might motivate concern with self-presentation – i.e. how we 

appear to others (rather than concern specifically about being evaluated by them) (Bond, 

1982) or make us more self-aware (Wicklund, 1975). This might then increase cognitive 

effort, which is considered to improve performance on easy tasks but not on difficult tasks 

(where failure and social embarrassment might be anticipated). 

Overall, then, the empirical finding from this body of research is that the presence of others 

improves performance on easy tasks, but impairs performance on difficult tasks (see Bond & 

Titus, 1983). But no single explanation seems to account for social facilitation and social 

inhibition effects (Guerin, 1993). Instead, several concepts – including arousal, evaluation 

apprehension, and distraction conflict – are involved. 
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8.7 MOTIVES FOR HELPING 

A rather different line of research has concentrated on the motives underlying helping (or, 

more generally, pro social behaviour) – in particular, whether people help for altruistic or 

egoistic motives. A discussion of the genetic argument is beyond this chapter (see Dawkins, 

1976; Bierhoff, 2002). 

Batson and colleagues (1981) had female students observe ‘Elaine’, an experimental 

confederate, who was apparently receiving electric shocks. In the second trial of the 

experiment, Elaine appeared to be suffering greatly from the shocks, at which point the 

experimenter asked the female observer whether she would be willing to continue with the 

experiment by taking Elaine’s place. 

In one condition, participants believed that Elaine shared many attitudes with them. In 

another condition, they were led to think that she held dissimilar attitudes. The experiment 

also manipulated difficulty of escape. In the ‘easy escape’ condition, participants knew that 

they could leave the observation room after the second trial, which meant that they would not 

be forced to continue observing Elaine’s plight if the experiment continued with her. In the 

‘difficult escape’ condition, they were instructed to observe the victim through to the end of 

the study. 

Participants only took up the option offered by the ‘easy escape’ condition and failed to help 

when the victim had dissimilar attitudes. These results were interpreted as being consistent 

with the hypothesis that high attitude similarity increases altruistic motivation, whereas low 

attitude similarity encourages egoistic motivation. 

Batson’s altruism theory was opposed by the view that people were, in fact, helping for 

selfish, rather than altruistic, motives. So helping could sometimes be motivated by an 

egoistic desire to gain relief from a negative state (such as distress, guilt or unhappiness) 

when faced with another person in need of help. Although a meta-analysis by Carlson and 

Miller (1987) did not support this idea, there is continued controversy between the ‘altruists’ 

and ‘egoists’ as to why we help others (see Batson et al., 1997; Cialdini et al., 1997; Schaller 

& Cialdini, 1988). Batson (e.g., 1991) continues to maintain that helping under the conditions 

investigated by him is motivated positively by the feeling of ‘situational empathy’, rather 

than by an egoistic desire to relieve the ‘situational distress’ of watching another person 

suffer. 
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Helping is also increased by pro-social societal or group norms. These can be general norms 

of reciprocity (‘help those who help you’; Gouldner, 1960) or social responsibility (‘help 

those in need;’ Berkowitz, 1972), or more specific helping norms tied to the nature of a social 

group (e.g. ‘we should help older people’). Other factors that increase helping include being 

in a good mood (Isen, 1987) and assuming a leadership role in the situation (Baumeister, 

Chesner, Senders & Tice, 1988). Research has also shown that, relative to situational 

variables, personality and gender are poor predictors of helping (Huston & Korte, 1976; 

Latané Darley, 1970).  

8.8 THE INFLUENCE OF AUTHORITY 

The research on both social facilitation and helping shows that the mere presence of other 

people can have a clear effect on behaviour. But this effect can be tremendously amplified if 

those others actively try to influence us – for example, from a position of authority. 

Legitimate authority figures can be particularly influential; they can give orders that people 

blindly obey without really thinking about the consequences. This has been the focus of one 

of social psychology’s most significant and socially meaningful pieces of research (Blass, 

2000; Miller, 1986; Miller, Collins & Brief, 1995). Milgram (1963; and see chapter 1) 

discovered that quite ordinary people taking part in a laboratory experiment were prepared to 

administer electric shocks (450V), which they believed would harm another participant, 

simply because an authoritative experimenter told them to do so. This study showed that 

apparently ‘pathological’ behaviour may not be due to individual pathology (the participants 

were ‘normal’) but to particular social circum-stances. The situation encouraged extreme 

obedience. 

Milgram (1965, 1974) subsequently conducted a whole series of studies using this paradigm. 

One of his most significant findings was that social support is the single strongest moderator 

of the effect. So, obedience is strengthened if others are obedient, and massively reduced if 

others are disobedient. 

Milgram investigated the role of peer pressure by creating a situation with three ‘co-teachers’, 

the participant and two con-federates. The first confederate presented the task, the second 

registered the learner’s responses, and the participant actually administered the shocks. At 

150V, the first confederate refused to continue and took a seat away from the shock 

generator. At 210V, the second confederate refused to continue. The effect of their behaviour 
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on the participants was dramatic: only 10 per cent of the participants were now maximally 

obedient (see figure 18.5). In contrast, if the teacher administering the learning task was 

accompanied by a co-teacher, who gave the shocks, 92 per cent of the participants continued 

to be obedient to the end of the study. The powerful role of interpersonal factors (i.e. peers 

who had the temerity to disobey) was evident from this investigation (see Blass, 2000). 

8.9  SUMMERY 

In this unit we have discussed the importance of interpersonal competence which is at the 

heart of social skills required by any manager in any organisation. You have seen that, in 

order to improve interpersonal competence, one must have a fairly accurate idea about one's 

self-concept. Self-concept, once formed, resists changes through several protective 

mechanisms. 

Three types of interpersonal needs, i.e. inclusion, control and affection are related with self-

concept. But these have two behavioural aspects-expressed and wanted.  

Concepts of interpersonal orientation tell us how we influence each other. In that section you 

have seen that three basic types of persons have been identified-the tough battler, the friendly 

helper and the objective thinker. The concept of interpersonal attraction tells us why we like 

each other. You have seen that people interact more frequently with those who are perceived 

as confirming their self-concept to the greatest extent. Bonds of attraction form most strongly 

between those who hold similar views towards things that are important and relevant to both. 

In this unit, we have discussed four stages of development of a working relationship The first 

stage of socialisation is forming the initial impression. Initial favourable impressions do not 

guarantee long-term relationships, but they are essential for entering into enduring 

relationship with others. In forming first impressions, non verbal behaviour plays as 

important a role as verbal behaviour. In the second stage a set of mutual expectations are 

worked out and understood by the parties. Many of these expectations are unwritten and 

unspoken. Hence, these are called psychological contracts. An effective interpersonal or 

work-relationship cannot develop unless the participants are willing to honour their 

psychological contracts. The result of fulfilling the psychological contracts is an increased 

level of trust and influence. 
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In the last section on `developing interpersonal skills', you have come across a conceptual 

model called `Johari Window'. You have seen that interpersonal competence can be greatly 

enhanced by enlarging `Arena' with the help of feedback and self-disclosure. Several 

characteristics of effective feedback have been discussed. 

It is also emphasised that interpersonal relations cannot flourish unless the parties are 

prepared to take certain interpersonal risks. Development of cooperative relationships is 

facilitated when there are shared goals, mutually perceived power and the minimum level of 

distrust. Finally, we have discussed the principles of constructive confrontation in resolving 

Interpersonal problems. 

8.10 REVIEW QUESTIONS 

1. What do you understand the Individual behavior. 

2. Explain the aspects of  self concept and steps to achieve interpersonal environment. 

3. What are the specific stages involved in developing interpersonal relationship? 
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LESSON- 9: COMMUNICATION 

Objectives: Objectives of this lesson are to understand 

 Meaning, Definition and process of communication. 

 Methods of communication with their merits and demerits. 

 Channels of communication including information technology related communication. 

 Barriers of communication. 

 Suggestion to make communication effective. 
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9. 1 Introduction: 

It is an obvious fact that communication is such a vital part of each of us that it contributes 

heavily to the success or failure of every human activity.  It is hard to name a human activity in 

which communication does not play an important role.  But such a statement has to be even more 

true in formal organizations in which people assemble to achieve their common objectives 

through their coordinated efforts.  Individuals in the organization may perform different 

activities but they are functionally interrelated.  The working and maintenance of these 

relationships is possible only through communication which provides for exchange of 

information and sharing of ideas.  Communication becomes a necessary element in human 

relationships by providing the foundation for human interaction.  Commnication thus may be 

regarded as basic to the functioning of the organisation.  In its absence, the organisation would 

cease to exist. 

9. 2 Concept of Communication 

The word communication has been derived from the Latin word ‘ communis’ which means 

common.  However, besides commonality, communication involves the concept of transfer, 

meaning, and information.  There is wide disagreement among communication theorists in 

respect of definition of communication because of the context in which the word communication 

is used.  It is used as process which involves various elements through which two or more 

persons share meanings among themselves. 

9. 3 Definitions 

“Communication is defined as the process by which people seek to share meaning via the 

transmission of symbolic message. 

Newstrom and Davis have defined communication as follows: 

“Communication is the transfer of information from one person to another person.  It is a way of 

reaching others by transmitting ideas, facts, thoughts, feelings, and values”. 
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9. 4 COMMUNICATIONPROCESS 

Communication has been deemed as a process.  The term process refers to identifiable flow of 

information through interrelated stages of analysis directed towards the achievement of an 

objective.  In the case of social actions, the concept of process is dynamic rather thanstatic in 

which events and relationships are seen as dynamic, continuous, and flexible; a dynamic 

interaction both affecting and being affected by many variables 

A commonly accepted process of communication may be explained as under: 

Flowchart 

 

9. 5 Elements of Communication Process 

Communication, being a process, must have some elements to complete the process.  Various 

elements of communication have been presented in different models of communication.  These 

are sender, message, encoding, channel, receiver, decoding, and feedback.  Let us have a brief 

look at these elements. 

1. Sender. Sender of the message is the person who contacts other persons with the 

objective of passing the message.  In organizational context the sender may be a superior, 

a subordinate, a peer, or any other person.  The organizational position of the sender 

determines the direction of communication in the organization.  A message flowing from 

the subordinate to the superior is known as upward communication; message flowing 

from a person to another person working at the same hierarchical level is known as 

horizontal. 

2. Message. Message is he subject matter of the communication which is intended to be 

passed to the receiver from the sender.  Message may be in the form of ideas, opinions, 
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feelings, views, orders, suggestions, etc.  Sometimes people use message and 

communication interchangeably, for example,  A asks to B, ‘have you received any 

communication from your company on this issue.’  Though technically, these of the term 

communication in place of message are wrong, the meaning of the communication 

content may be understood correctly. 

3. Encoding. Since the ideas, opinions, feelings, views, orders, suggestions, etc. which are 

the subject matter of communication are abstract and intangible, their transmission 

requires the use of certain symbols such as words, pictures, gestures and other body 

language.  The process of converting the message into meaningful symbols is known as 

encoding.  In this case, the term meaningful symbol is important because if the symbols 

are not meaningful, message cannot be understood by the receiver correctly. 

4. Channel. Message converted into symbols is transmitted by the sender through a channel 

like written words in the forms of letter or electronic mail, spoken words through 

personal contact or telephone depending on the situation of the parties sender and 

receiver.  Gestures are used with spoken words. 

5. Receiver. Receiver is the person to whom message is sent.  Like the sender, the receiver 

may be superior, a subordinate, a peer, or any other person in the organizational context.  

This is true for an interpersonal communication.  In a group communication, the receiver 

is in the form oif a group of persons, for example, addressing a group of employees by a 

manager in an organization. 

6. Decoding. Decoding is just the reverse of encoding in decoding; the receiver converts the 

communication symbols transmitted by the sender into message.  Like encoding, 

decoding should also be meaningful so that the receiver understands the message in the 

sense switchis intended by the sender. 

7. Feedback. Feedback in communication is required to ensure that the receiver has 

received the message and understood it in the same sense as the receiver intended.  

Feedback is a common feature of all systems whether man-made or natural.  Feedback is 

a system that helps in understanding whether the system is working properly.  If it is not 

working, properly, corrective actions are taken.  Managers know through feedback in the 

form of various reports whether the organization is working properly or not.  This is true 

for communication too. 
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9. 6 Significance of communication 

Communication is required in every human interaction whether in the organizational context or 

otherwise.  The significance of communication in the context of modern complex organizations 

is even greater.  These organizations being designed on the basis of specialization and division of 

labourconstitute a large numbers of persons.  The larger the size of the organization.the greater 

generally is the degree of specialization and division of labour and hence, the more urgent is the 

need for coordination. This coordination requires mutual understanding about the organizational 

goals, the mode os their achievement and the interrelationship between the work being 

performed by various individuals; and all this can be achieved through communication only.  

Effective communication, as such, is essential in any type of human grouping.  As Haney has put 

it, “communication is imminently essential in business, government, military organizations, 

hospitals, school, communities, and homes---anywhere people deal with one another.  It is 

difficult, in fact, to imagine any kind of interpersonal activity which does not depend upon 

communication.”  The significance of communication may be seen in terms of various functions 

which it performs which are as under; 

1. Information function. Information is vital for the functioning of any living system—

people or organization.  Living systems can achieve someviability in their environments 

only to the extent that they have some appropriate means acquiring and processing 

information about themselves and their environments.  This information is used as the 

basis for orientation to those environments and for determining behaviors. The 

technology of communication has greatly enhanced man’s information-generating 

capacities. 

2. Command and Instructive Function. Communication performs command and 

instructive function. Those who are hierarchically superior--- whether in family, business 

civil, or military—often initiate communication not only for the purpose of informing 

their subordinates but often for the purpose of tellig them what to do, directing them, or 

commanding their behaviors in some way.  The command and instructive function of 

communication is more observable in formal organisaitions than it is in informal 

organizations. 
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3. Influence and Persuasive Function.  Of all that been written about communication over 

the years, perhaps more has been written about the persuasive function of communication 

than about any other aspect.  There are those who take the position that all 

communication is persuasive in character.  However, in management, influence and 

persuasion taken together represent one of the several functions as other functions are 

equally important.  Managers can influence others either through coercively or 

communicatively. 

4. Integrative Function.  Communication performs the integrative function by relating 

various components of the organization and maintaining equilibrium among them..in the 

broadest sense, the international aspect includes all behavioral operations which (i) serve 

to keep the system in operation, (ii) serve to regulate the interactional process, and (iii) 

relate the particular context to the larger context of which the particular interaction is but 

a special situation. 

9. 7 Methods of Communication 

There are broadly two methods of communication 

(1)  Oral communication. 

(2) Written communication. 

(1) Oral communication 

Words are the most common symbols of communication nd that too in oral form both in 

organizational and non-organizational contexts.  In organizational setting, many employees 

spend more than 50 percent of their time in some form of oral communication.  In oral 

communication, both the parties to the communication process—sender and receiver—exchange 

their ideas through oral words either in face –to-face communication or through electronic 

devices like telephone, cell phone, tab, etc. 

Merits of Oral Communication 

In organizations, people use oral communication because it serves a number of purposes which 

are as follows: 



7 
 

1. Easy Communication.  Oral communication is the easiest one as it saves time and cost 

involved in decoding the ideas into words.  It can be used to send the message instantly to 

the receiver.  With the development o telephone facilities, two or more persons can 

exchange their messages orally even if they are at distant places.  This is the reason that 

oral communication is used most frequently. 

2. Effective.  Oral communication is an effective system because in face-to-face oral 

communication, possibility of use of textural communication, that is, emphasizing any 

part of the message through facial expression and movement of poarts of the body, is 

increased.  Therefore, the message is passed in its true sense. 

3. Instant Feedback.  In oral communication,  there is instant feedback for the message 

transmitted.  Whee two-way oral communication is used, feedback process is an integral 

part of the communication process.  Even in one-way oral communication, feedback is 

available from the listeners in the form of their gestures.  Instant feedback from the 

receiver allows the sender to recast his message offering clarification to what has been 

said earlier.  Thus, there is very little scope of ambiguity. 

4. Facility for Informal Communication.  Along with formal organization, informal 

organization also exists to supplement the former.  Communication in informal 

organization is in oral form.  This allows employees to communicate their feelings and 

views which they may not like to communicate in writing.  It may be mentioned that 

suchfeeelings and views re very important for managers as these reflect the actual 

situation at the workplace.   In the absence of oral communication, perhaps, these feelings 

and views are hard to be understood. 

Demerits of Oral Communication 

Oral communication, however, is not free from certain limitations though its merits score 

over these limitations.  Someone of the demerits of oral communicationare as follows: 

1. Lack of Proof.  Oral communication has a significant demerit that there is no proof of 

what has been communicated.  Though in normal circumstances, it may not affect the 

functioning of the two parties involved in communication process, it may become a 

serious handicap where the proof of communication is required for future references.  

Therefore, in such aa situation, it is better not to rely on oral communication. 
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2. Lack of Authenticity.  Sometimes, oral communication may lack authenticity.  This may 

happen not only in informal communication but in formal communication too.  Oral 

orders may not be taken so seriously as compared to a written order; oral advice may not 

be taken so seriously as compared to a written order; oral advice may not be  taken so 

seriously as compared to a written one, and so on.  However, to what extent, such things 

may happen depend on the mutual trust and respect that exist between sender and 

receiver of the message. 

3.  Time Consuming.  Sometimes, oral communication becomes time-consuming process 

because both the parties to the communication do not adhere to the actual and precise 

subject-matter.  Many more items enter the communication process which may not be 

relevant for communication.  Often, managers complain that they are overburdened with 

communication and much of this communication is in oral form.  This takes significant 

time of the managers and their effectiveness is affected adversely. 

Activity-1 Youare in a bank you want to close your savings bank account. Write a letter to the 

branch manager of the bank with a request to close your SB 

account_______________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

___________________________________________________________________________. 

WRITTEN COMMUNICATION 

Written communication is in the form of letters, circulars, notes, manuals, house magazines, 

etc.  in the organizational context.  Besides, there may be diaries, suggestion system, etc. 

where written communication is used.  Like oral communication, a part of the total 

communication of an organization is in written form.  With the invention of internet, instant 

written communication has been facilitated. 

Merits of Written Communication 

In various situations, written communication is used because it has certain merits.  In one 

way, all the demerits of oral communication are the merits of written communication as both 

are opposite to each other.  In general, written communication has the following merits: 
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1. Authenticity.  Written communication is authentic whether it is in the form of orders or 

organizational manuals.  When any thing comes in writing, people tend to take it more 

seriously and it becomes binding on them.  Therefore, it has much force as compared to 

oral communication. 

2. Proof for Future Reference.  Written communication provides proof for future 

reference and this is the biggest merit of written communication.  In the society, we learn 

lot of things about the past because of written communication.  In the organizational 

context, many records are maintained for future reference such as policies, procedures, 

rules, performance records, employee information and so on.  All such records are in 

written for record purpose. 

3. Communication to Distance Places.  Written communication is useful in sending and 

receiving messages at distance places where the contact may not be possible through 

alternative sources.  Thus, it saves time and cost to that extent.  Presently, fax system and 

internet have provided facilities to send written messages to distant places. 

Demerits of Written Communication 

Like oral communication, written communication has certain limitations which are as follows: 

1. Costly.  Written communication is a costly affair as compared to oral communication.  

Cost involved is both in terms of time and money.  In drafting written communication, 

much more time is involved because it has to be drafted more precisely, clearly, and 

authentically leaving no scope for ambiguity.  This requires much more time to structure 

the message than what it may require in oral communication.  Moreover, in preparing 

written communication, cost is involved on stationery etc. 

2. Overemphasis on Formalization.  Written communication becomes a formal means.  

While some degree of formalization is essential, its overemphasis hampers efficiency.  In 

bureaucratic organizations where too much emphasis is put on formal written 

communication, inefficiency emerges because the efforts are directed towards 

maintaining written records rather than achieving results. 

3. Lack of Secrecy.  Sometimes, communication requires secrecy particularly when the 

information is a sensitive one.  In the written form, the message comes in record and 

leakage of that may be detrimental to the organization concerned.  Of late, there have 
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been cyber crimes in the form of decoding the confidential information of others 

transmitted through internet which is in written form. 

9. 8   Non-verbal Communication 

Non-verbal communication is very important in both organizational and non-organizational 

settings.  Look at how dumbs communicate without using a single work; how the dancer of 

Bharatnatyam dance conveys the meanings through her actions from different parts fo the body; 

how a manager emphasizes a particular point by moving his hands or making specific facial 

expressions.  These things convey meaning sometimes more effectively than words.  Non-verbal 

communication can take the form of body movements, the intonations or emphasis which we 

give to words, facial expressions, and the physical distance between the sender and the receiver 

of the message.  Looking into the role of non-verbal communication, a new academic study of 

body movements, known a kinetics has been developed.  There are three important aspects in 

non-verbal communication.  First, abody position or movement may not by itself have a precise 

or universal meaning, but when it is linked with spokenwords, it may give fuller meaning to a 

sender’s message.  Second, sometimes, there may be contradiction between verbal and non-

verbal communication.  The literal meaning of sender’s words may be different than what he 

conveys through non-verbalcommunication.  Therefore, it is important for the receiver to be alert 

to this aspect of communication.  He should look for non-verbal clues as well as listen to the 

literal meaning of the sender’s words.  Third, action speaks louder than words in the long run.  A 

manager who says one thing built does another thing will soon find that his employees listen to 

mostly what he does rather what he says.  When there is a difference between what one says and 

what one does. We call that a communication credibility gap. 

9. 9   Pictorial Communication 

The third type of symbol that is used to communicate is picture.  It may include pictures, graphs, 

diagrams, charts, etc.  Organizations make extensive use of pictures such as blueprints, progress 

charts, maps, visual aids in training programmes, scale models of products, and similar devices.  

The use of such means of communication is increasing in training and education as well as in 

organizational communication.  Pictures can provide powerful visual images, as suggested by the 

proverb. “a picture is worth a thousand words”.  In fact, many companies have designed their 
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advertisement copies in which only pictures are used and no words are spoken.  To be more 

effective, however, pictures should be combined with well-chosen words and actions to tell the 

complete message.  

9. 10 CHANNELS OF COMMUNICATION 

There are two channels of communication, they are 

i. Formal channel 

ii. Informal channel 

i. Formal channel 

The formal channel, as the very name implies, is the deliberately created, officially prescribed 

path for flow of communication between the various positions in the organization.  It is a orderly 

and thereby to ensure that information flows smoothly, accurately, and gamely to the points to 

which it is required.  Further, it is also intended to prescribe for filtering of the information to 

various points to ensure that information does not flow unnecessarily thereby causing the 

problemof overload.  

ii. Informal channel 

The informal channel communication. Also known as ‘grapevine’ is the result not of any official 

action, but of the operation of social forces at work place.  The term grapevine arose during the 

days of U.S. Civil War.  At that time, intelligence telephone lines were strung loosely from tree 

to tree in the manner of a grapevine, and the message thereon was often distorted : hence any 

rumor was said to be from the grapevine.  Today, the term applies to all informal 

communication.  While formal communication exists to meet the utilitarian needs of the 

organization.  Informal communication is the method by which people carry on social, non-

programmed activities within the formal boundaries of the system. It, thus, exists outside the 

official network, though continuously interacting with it.  Grapevine is more active when: 

1. There is high organizational excitement such as policy changes like automation, 

computerization, etc., or personnel changes. 

2. The information is new rather stale; 

3. People are physically located close enough to communicate with one another;and  
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4. People luster in cliques/groups along the grapevine, that is, they have trust among 

themselves. 

Differences 

S. 

No  Formal Communication  Informal communication 

1 It is based on formal organisational relationship  

It emerges out of social interaction among the 

people. 

2 The channels of communication are prescribed. 

Channels of communication depends 

individuals relationships.  

3 It is rigid as deviations are not allowed. It is quite flexible because nothing prescribed. 

4 

 The speed of message travel is slow because of 

formalisation. Message travels faster 

5 Chances of message distortion are low.  Messages are often distorted 

6 It is treated as authentic. 

It is not authentic even if the message is 

correct. 

 

 

Activity- 2 Send an email to your boss requesting him to grant leave for two 

days_______________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

. 

9. 11   INFORMATION –TECHNOLOGY BASED COMMUNICATION 

In the present environment, communication ha enhanced and enriched by the use of 

computer-based communication technology.  Experts have estimated that performance of 

new information technology doubles every eighteen months.  Because of this phenomenon, 

newer organizational designs like virtual organization and virtual office in which employees 

do not meet face-to-face but are linked through computer-based communication.  Computer-

based communication takes place in the form of electronic mil, intranet and extranet links, 

and videoconferencing. 

Electronic Mail 
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Electronic mail is a fast and efficient method to exchange messages between two or more 

persons.  E-mail can be defined as the exchange of messages through a computer network.  

Messages can be entered via the keyboard or can be taken from files stored on a disk.  In 

general e-mail takes the form of a text with little formatting, though more sophisticated e-

mail software packages can allow users to send messages that contain different typefaces, 

graphics, and other elements that that enhance the quality of presentation of the messages. 

Intranet and Extranet Links.The basic goal of many organizations is to create connectivity 

among its different branches.  The network which connects the various locations and gives 

connectivity within the area is called Intranet.  Intranets are patterned after the Internet.  Such 

networks enable computers of any type to communicate easily.  The hardware and software 

needs are the same as for the Internet, specifically TCP/IP protocols and server and browser 

software used for the World Wide Web.  These intranets can be connected to intranets and 

extranets forming Internet.  Extranets are those networks which link intranets of an 

organization with those of its business partners, customers, suppliers, consultants, etc. who 

can access selected Intranet websites and organization’s databases. 

Intranets are designed to provide easy access to the information available on internal 

websites to the end-users.  However, provisions are made for information security so that no 

end-user can interfere with the confidential information.  These internal websites may be 

designed by the organization, its business units, departments, work-groups, etc.  for example, 

the marketing department may design an intranet website so that any user can knwoabout its 

products/services it offers.  This type of information may be wuite useful for organization’s 

customers who may be connected though extranet. 

Videoconferencing.Videoconferencing is a system that uses computer-based communication 

technology to communicate among geographically dispersed persons.  In videoconferencing, 

participants can see each other over video screens.  In the late 1990s, videoconferencing was 

basically conducted from special rooms equipped with television cameras.  Now –a-days, 

cameras and microphones are attached to individual computers, allowing people to 

participate in videoconferences without leaving their desks. 
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1. One-way video and audio-video and audio signals are sent from a single transmitting site 

to one or more receiving sites.  This configuration is useful when a project leader 

disseminates information to project members at remote locations.  This is a cheaper 

device but is devoid of two way exchange of information. 

2. One-way video and two-way audio--- video and audio signals are sent from a single site 

and only audio signals are transmitted from the receiving site.  This systemenables two-

way exchange of information but the facial expression and body language emphasizing a 

particular piece of information are available only from one side. 

3. Two-way video and audio--- video and audio communication among all sites is two-way.  

Though this is the most effective video conferencing, it is quite costly. 

9. 12 BARRIERS IN COMMUNICATION 

It is probably no surprise that managers frequently cite communication breakdown as one of 

their major problems.  The problems of communication arises because there are variious 

obstacles which may entirely prevent a communication, filter part of it out, or give it 

incorrect meaning.  These obstacles are known as communication barriers.  These barriers 

may operate in organizational communication as well as in non-organizational 

communication.  Different barriers of communication may be grouped as : 

SEMANTIC BARRIERS 

Semantic is the science of meaning, as contrasted with phonetics, the science of sounds.  All 

communications are symbolic that is, these use symbols (words, pictures, actions,etc.) that 

suggest certain meanings.  Semantic barriers arise from limitations in the symbols with which 

we communicate.  Following types of semantic barriers are more prominent 

1. Symbols with Different Meanings.  Communication symbols usually have a variety 

of meanings. And we have to choose one meaning from many.  In verbal 

communication, a particular word may have a variety of meanings.  For example, the 

English word ‘round’ has 110 different meanings : as adjective—23, as noun—42, as 

verb—16, as preposition—13 and verb—16.  The 500 common English words have 

an average of 28 definitions each.  Moreover, a particular word may give 

contradictory meaning in different parts of the country.  For example, the Hindi word 
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‘Kaka’ means uncle in one part of the country but small boy in another part of the 

country.  Similarly non-verbal symbols may also convey different meanings to 

different persons. 

2. Badly Expressed Message.  Lack of clarity and precision in message makes it badly 

expressed.  Poorly chosen and empty words and phrases, careless omission, lack of 

coherence, bad organization of ideas, awkward sentence structure, inadequate 

vocabulary, platitudes, numbering repetition, jargons, failure to clarify implications 

are some common faults found in this case. 

3. Faulty Translations.  Every manager receives various types of communication from 

superiors, peers, subordinates and he must translate information destined for 

subordinates, peers and superiors into language suitable to each.  Hence the message 

has to be put into words appropriate to the framework in which the receiver operates, 

or it must be accompanied by an interpretation which will be understood by the 

receiver.  This needs a high level of linguistic capacity.  Approximate understanding 

of words and the consequent faulty translations lead to impaired efficiency and heavy 

costs. 

4. Unqualified Assumptions.  There are certain excommunicated assumptions which 

underlie practically all meanings.  Though a message appears to be specific, its 

underlying assumptions may not be clear to the receiver. 

EMOTIONAL OR PSYCHOLOGICAL BARRRIERS 

Emotional or psychological factors are the prime barriers in interpersonal communication.  The 

meaning ascribed to a message depends upon the emotional or psychological status of both the 

parties involved.  In a communication, apart from the message, there is a meta-message, that is, 

what one gets out of a message when decoding.  Meta-message is the most pungent thing in a 

sweet-word language.  In getting a meta-message, the emotions of the receiver play a vital role 

and he may not be at a wavelength as that of the communicator.  Keith Davis opinion that these 

“exist in the people’s minds or because of their actions such as being hard to contact or difficult 

to understand.  These barriers to communication are just as effective as an actual physical wall.  

Often these human barriers are more like filter paper than a  brick wall.  They let through some 
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communications but hold back others, thereby making communication inadequate.  This ‘half-

way’ communication gets ‘half-way’ results.  Some emotional barriers are as follows: 

1. Premature Evaluation.  Rogers and Roethlisberger in 1952 first pointed out this barrier.  

Premature evaluation is the tendency of prematurely evaluating communications, rather 

than to keep an uncompromised position during the interchange.  Such evaluations stops 

the transfer of information and gets in the sender a sense of futility.  This barrier can be 

remedied by empathy, non-evaluative listening, where the communicator is listened to in 

a non-committal and unprejudiced way  so that sagacious decision and action can follow. 

2. Inattention.  The preoccupied mind of a receiver and the resultant non listening is one of 

the major chronic psychological barriers.  It is a common phenomenon that people simply 

fail to react to bulletins, notices, minutes, and reports.  

3. Loss by Transmission and Poor Retention.  When communication passes through 

various levels in the organization, successive transmissions of the same message are 

decreasingly accurate.  It has beenfound that in case of oral communications; about 30 

percent of the information is lost in each transmission.  Even in case of written 

communication, loss of meaning might occur as far as the appended interpretation, if any, 

is concerned.  Poor retention of the information is again a malady.  It has been found that 

employees retain about 50 percent of information only, whereas supervisors retain about 

60 percent of it. 

4. Undue Reliance on the Written Word.  Written word is no substitute for sound face-to-

face relationships and employees cannot be persuaded to accept company’sviewpoints 

and policies through ‘slick’, easy-to-read, well-illustrated publications, unless there is a 

fair degree of mutual trust and confidence between the organization and its employees.  

Further, a written communication might fail to explain the purpose of order, procedure, or 

directive,  Chester Barnard has laid down that a communication must appeal to the 

receiver as consonant with the organization’spurpose and with his own personal interest.  

Written communication often tells what is to be done, but not why it should be done, and 

it lacks the persuasive quality.   Moreover, a written communication can be above the 

level of readership and failure to ascertain the response to communication is also there.  

Hence, written media must be considered as supplementary to productive face-to-face 

relationships. 
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ORGANISATIONAL BARRIERS 

An organization being a deliberate creation for the attainment of certain specified objectives, 

day-to-day happenings within it require being regulated in such a manner that they contribute to 

attain these objectives in the most efficient manner.  As such major organizational barriers may 

be as fallows: 

1. Organizational Policy.  The general organizational policy regarding communication acts 

as an overall guideline to everyone in the organization regarding how he is normally 

expected to behave in this matter.  The policy might be in the form of explicit declaration 

in writing or, as is very commonly the case, it has to be interpreted from the behavior of 

organizational members, particularly people at the top.  If this policy is not supportive to 

the flow of communication in different directions, communication flow would not be 

smooth and adequate.  

2. Organizational Rules and Regulations.Organizational rules and regulations affect the 

flow of communication by prescribing the subject-matters to communicate and also the 

channel through which these are to be communicated.  The rules may restrict the flow of 

certain message and may leave many important ones.  On the other hand, communication 

through proper channel in a specified way prescribed by these rules delays it and works 

against the willingness of persons to convey the message.  this barrier is strongly 

operative in Indian public sector enterprises where observance of rules and regulations is 

more rigid. 

3. Status Relationships.  The placing of people in superior/subordinate capacity in the 

formal organization structure also blocks the flow of communication and more 

particularly in upward direction.  Greater the difference between hierarchical positions in 

terms of their status, greater would be the possibility of communication breakdown.  

4. Complexity in Organization Structure.  In an organization where there are number of 

managerial levels, communication gets delayed, chances of communication getting 

distorted are more the number of filtering points is more.  This is more true in case of 

upward communication, because people generally do not like to pass up the adverse 

criticism either of themselves or of their superiors. 

PERSONAL BARRIERS 
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These barriers have been analyzed separately and these are relevant in the case of downward and 

upward communication. 

Barriers in Superiors. 

The role of superiors in communication is very vital.  Because of their hierarchical relationships 

with subordinates, they act as barriers in a number of ways discussed below: 

1. Attitudes of Superiors.  The superiors towards communication in general or in any 

particular direction affect the flow of messages in different directions.  For example, if 

this attitude is unfavorable, there is greater possibility that messages would not flow 

adequately from and /or to superiors. 

2. Fear of Challenge to Authority.  A person in the organization always tries to get a 

higher position and prestige to satisfy his needs.  As such, managers in general try to 

withhold the information coming down the line or going up as frequent passing of 

information may disclose their weakness. 

3. Insistence on Proper Channel.  One of the basic features of superiors exercising the 

authority is that they wish to remain in communication links and they do not like any type 

of bypassing in communication.  Communication through bypassing may, sometimes, be 

necessary but superiors treat this as thwarting of their authority and block the flow of 

communication. 

4. Lack of Confidence in Subordinates.  Superiors generally perceive, correct or 

otherwise, that their subordinates are less competent and capable, they are not able to 

advise superiors, or they may not have some information coming upwards. 

Barriers in Subordinates 

Virtual communication in either direction can take place only when subordinates also actively 

participate in this process.  There are various factors in the subordinates that adversely affect 

such active participation on their part. Some factors which have been traced in the case of 

superiors are also applicable here such as attitudes, time availability, awareness about the 

significance, etc,.  Two factors are more important in the case of subordinates and these are 

responsible for blocking communication in upward direction: 
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1. Unwillingness to Communicate.  Sometimes, subordinates do not communicate upward 

certain information because they are not willing to do so.  Thus, if a subordinate feels that 

he is likely to be adversely affected by a particular piece of information to hes superior, 

he would not be willing to supply it.  Information going up is utilized for control 

purposes and subordinates would not be willing to give any information to their superiors 

about any unfavorable happening and if it supplication is necessary; they would modify 

the information in such ways as to protect their own interest. 

2. Lack of Proper Incentive.  Lack of motivation to communicate also refrains 

subordinates to communicate upward.  The reward and punishment system of the 

organization is more responsible for this.  Thus, if a novel suggestion by a subordinate 

does not evoke any attention from the organization, he would not convey it. 

Activity-3  Write a letter to the local municipal authority complaining about non clearance of the 

dust in your 

street_________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

_____________________________________________________________________________. 

9. 13 MAKING COMMUNICATION EFFECTIVE 

Communication is the lifeblood of anorganisation, and without it, the organization cannot exist.  

Therefore, managers must ensure that the communication system is effective.  For ensuring this 

the managers must identify the following steps for making communication effective: 

1. Clarity in idea.  The communicator should be quite clear about what he wants to 

communicate. Communication is a process starting with ideation whichincludes 

generation of ideas meant for communication.  This is the subject-matter of 

communication and may include opinions, attitudes, feelings, views, suggestions, 

orders, etc,. 

2. Purpose of Communication.  Every communication has some purpose, the basic 

purpose of any communication being to get behavioral response from the receiver of 

the communication. However, the ultimate objective may be extended further, for 



20 
 

example, getting an order accepted by the subordinate.  The communication should 

directed towards this objective by the efforts of communicator. 

3. Empathy in Communication.  The way for effective communication is to be 

sensitive towards receiver’s needs, feelings, and perceptions.  This is what 

psychologists call empathy in communication, implying putting one’s legs in other’s 

shoes, or projecting oneself into the viewpoint of the other person.  When the sender 

of the message looks at the problems from receiver’s point of view, much of the 

misunderstanding is avoided. 

4. Two-way Communication.  Communication is a two-way traffic and this fact must 

be realized in communication.  Two-way communication brings two minds together 

which is the basic core of any communication.  It involves a continuous dialogue 

between sender and receiver of the message.  Upward communication can become a 

reality in the organization and effective if this fact is recognized. 

5. Appropriate Language.  The subject-matter of communication is transmitted by 

encoding it into some symbols.  Such symbols may be in the form of words, either 

spoken or written, and gestures.  If the words are used, the language used for 

communication should be such which is understandable by the receiver.  Technical 

terminology and multisyllable words may be impressive looking, but they can also be 

troublesome to the listener.  One way of making the communication simple is to use 

repetitive language with which the receiver is quite familiar. 

6. Supporting Words with Action.  Often it is said that action speaks louder than 

words.  While communicating, the sender may use the action to emphasis a point.  

This enhances the understanding as wellsemphasizes the important point in 

communication.  Further, the sender of the message must also follow in action what 

he says to others.  This willsensure the seriousness in communication. 

 

9.14 Summary 

Thus communication plays an important role in communicating various messages to different 

groups both within and outside the organizations. There are different methods of communication 

like oral, written, verbal, nonverbal, and pictorial and IT related communication. However there 
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are number of barriers like semantic, emotional, organizational and personal barriers. There are a 

number of steps which are to be taken to make the communication more effective. 

9.15 Self - Assessment questions 

1. Define communication and explain the process of communication  

2. What is the significance of the communication 

3. What are the different methods of communication and their merits and demerits 

4. Discus the various barriers of communication  

5. Explain the steps to make the communication effective 

Multiple choice questions 

1. Which of the following are the important function of communication ( ) 

a. Information function  b. Instructive function c. 

c. Persuasive functions  d. All of the above 

2. Instant feedback is the one of the merits of the following communication    ( ) 

a. Oral communication  b. written communication  

c. Both a & b      d. None of the above  

3. Authencity is one of the merits of the following communication  ( ) 

a. Oral communication    b. written communication  

c. Both a & b      d. None of the above  

4.  Grapevine communication is the example of     ( ) 

a. Formal communication  b. In- formal communication 

c. Both a & b     d. None of the above 

5. Video conferencing is an example of       ( ) 

a. Verbal communication          b. nonverbal communication    

c. Pictorial communication                   d. IT based communication 
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LESSON-10: TRANSACTIONAL ANALYSIS 

 

Objectives: 
- To understand the leadership with influencing relations in the organizations. 

- To understand how the leaders will develop and move in the situations. 

- To know the behavior of individual by applying the transactional Analyses technique. 

 

Outline of the Chapter 

 

10.1 Introduction  
10.2 Importance 

10.3 Approaches  

10.4 Transactional Analyses. 
10.5 Review Questions. 

 

10.1 INTRODUCTION 

Leadership is essentially the core and spirit of organizations. As the people in charge, 

they not only manage the organization's affairs but also deal with the general employees face to 

face. Entrusted with the task to communicate organizational goals, visions and ideas to 

employees, leaders are responsible for maintaining and implementing organizational rules and 

systems and even have the final say on promotion, retention and dismissal. Therefore, in a sense, 

leaders at all levels are spokespersons of their own organizations, serving as the bridge and link 

connecting employees. 

DEFINITION OF LEADERSHIP 

Leadership has been described as “a process of social influence, in which one person can 

enlist the aid and support of others in the accomplishment of a common task”. 

Deborah Allen defined a leader is someone who can visualize a better world in the future 

and is able to convince others to join him/her on the journey. 

Bruce Bagley defined leadership is the ability to guide and motivate a group of people to 

a common purpose. 

According to Edward B Flippo, leadership is defined by a series of behaviors. At the 

core are the belief that things can be better and the position to influence others to help. It is work, 

emotion, and inspiration. Central to success is having a realistic vision and the ability to share it 

with others who incorporate it as their own. Empowering others is a key to success and success 

further defines leadership. 

 

ORIGIN OF LEADERSHIP 

http://en.wikipedia.org/wiki/Social_influence
http://en.wikipedia.org/wiki/Peer_support
http://en.wikipedia.org/wiki/Task_%28project_management%29
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The role of leadership in solving both coordination and collective action problems 

involving varying degrees of conflict allows us to speculate about the scale and importance of 

leadership in human evolution. Human leaders not only initiate group action but also motivate, 

plan, organize, direct, monitor, and punish to achieve group action. They may lead 

democratically or despotically, from the front or from the back, and lead small or very large 

groups.  Although there are phylogenetic consistencies between human and non-human 

leadership, the expansion of the human brain and the associated increase in human group size has 

created a unique selection environment for human leadership.  

 

A review of the human and nonhuman leadership literatures suggests at least five major 

transitions in the evolution of human leadership: 

1) Leadership emerged in pre-human species as a mechanism to solve simple group 

coordination problems where any individual initiated an action and others followed. 

2) Leadership was co-opted to foster collective action in situations involving significant 

conflicts of interest such as internal peacekeeping in which dominant or socially 

important individuals emerged as leaders.  

3) Dominance was attenuated in early human egalitarian societies which paved the way for 

democratic and prestige-based leadership facilitating group coordination.   

4) The increase in human group size selected for powerful social cognitive mechanisms, 

such as theory of mind and language, providing new opportunities for leaders to attract 

followers through manipulation and persuasion. 

5) The increase in social complexity of societies that took place after the agricultural 

revolution produced the need for more powerful and formal leaders to manage complex 

intra- and inter group relations-the chiefs, kings, presidents, and CEOs-who at best 

provide important public services and at worst abuse their position of power to dominate 

and exploit followers. 

CHARACTERISTICS OF LEADERS 

One of the most important characteristics of leaders is to have an insight with which they 

can see what occurs in the group, organization or society and diagnose the way it could be 

resolved. Such an insight gives leaders energy and power to work. This energy and power can be 

created in them by inspiring their followers and motivating them. This inspiration defines their 

beliefs and converts them to reality. Leaders inspire their followers to recognize desirable ways 
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and ask them to recognize their leader and to reach to the desirable state that he has specified – 

Zahedi  (1999). The key characteristics of the leaders are:  

 Leaders have direction: They are focused on their job and they aren’t easily distracted. 

Leaders work proactively, seeking new ideas and ways to improve things. They don’t get 

bogged down with smaller problems and they provide others with direction as well. 

When people see a good leader and their dedication to the job, it inspires them to be 

dedicated too. 

 Effective leaders inspire and motivate others: They help others see the importance of 

what they are doing and motivate them to do their best. A good leader understands that 

everyone works differently and takes note of others’ preferred work methods. They are 

able to use this knowledge to get more out of their employees and coworkers and show 

that they value them for their contributions. 

 Leaders are good communicators: They interact well with others despite different 

personality types and they know how to confidently and effectively convey messages to 

others. In addition, effective leaders make an effort to remember bits of personal 

information about others, take note of their interests, skills and experience. Taking a 

personal interest in someone strengthens their working relationship and encourages them 

to be more dedicated. 

 Leaders are positive. They don’t focus on the negative, but inspire others by letting 

them see how important their contributions are. This doesn’t mean they never have any 

problems to deal with, but when they do, they do not get wrapped up in the negative- they 

look for the best solution and focus on reaching it. 

 Successful leaders are solutions-driven. They see the problem and work for a solution, 

and they encourage others to help them. Leaders see the bigger picture and are constantly 

moving toward a specific goal. 

Activity-A 

Find the parents of your street and their movement with their kids and elders. 

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

 

 

 

10.2 IMPORTANCE OF LEADERSHIP 
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 As the global economy gathers pace, more public and private sector organizations are 

realizing that their main assets are their people and that remaining, or becoming, competitive 

depends increasingly on the development of a highly skilled workforce. This requires trained and 

committed leaders but they, in turn, need the leadership of highly effective managers and the 

support of other senior and middle level leaders and managers. 

 

The leadership is widely recognized as having crucial importance for performance. 

Indeed, there is a wide range of issues relating to supporting and promoting the provision of 

effective leadership in both public and private sector organizations, including those around 

recruitment, roles and responsibilities, retention, succession planning, governance, continuing 

professional development and reward.  

 

The way in which successful leaders apply leadership quality practices will be influenced 

by a number of factors, including their judgments about the conditions for working and  learning 

in the organizations, the confidence and experience of their staff; and the behavior, aspirations 

and attainment levels of the employees. There is a strong association between leadership 

practices and performance of the employees in the organizations. 

The successful leadership practices improve employee’s outcomes through their values, 

virtues, dispositions, attributes and competences as well as what they do in terms of the strategies 

they select and the ways in which they adapt their leadership practices to their unique context  in 

order to achieve the excellent performance. 

While there is global interest in leadership and management, because of its perceived 

importance in developing and maintaining successful organizations and business environments 

systems, there is much less clarity about which leadership behaviors are most likely to produce 

the most favorable outcomes. Awareness of alternative approaches is essential to provide a set of 

tools from which discerning leaders can choose when facing problems and dealing with day-to-

day issues. 

Leadership styles and management methods across the world are diverse and are 

influenced by specifications dominant in the environment. Different studies and researches in 

different countries have emphasized compliance of leadership style in terms of success 

conditions. The relationship between managers and culture, and leaders and culture is different. 

Managers tend to be the people who get things done, and the corporate culture is the mechanism 
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they use to understand how to communicate, how to work and what to expect on a day to day 

basis.  

The managerial staff knows what the current culture expects, how to feed and nurture the 

existing culture and how strong or weak the culture is. Managers of transnational organizations 

should necessarily show flexibility proportional to culture differences, respect to the differences, 

recognize motivates of the people, and select a suitable style of leadership in accord to situations 

and then take action with regard to the individuals under their supervision to realize defined 

objectives.  

 

10.3 APPROACHES OF LEADERSHIP 

The Trait Approach to Leadership 

The Trait Approach arose from the “Great Man” theory as a way of identifying the key 

characteristics of successful leaders. It was believed that through this approach critical leadership 

traits could be isolated and that people with such traits could then be recruited, selected, and 

installed into leadership positions. This approach was common in the military and is still used as 

a set of criteria to select candidates for commissions. The table below lists the main leadership 

traits and skills identified by Stogdill in 1974. 
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Traits  

- Adaptable to situations  

- Alert to social environment  

- Ambitious and achievement-

orientated  

- Assertive  

- Cooperative  

- Decisive  

- Dependable  

- Dominant (desire to influence 

others)  

- Energetic (high activity level)  

- Persistent  

- Self-confident  

- Tolerant of stress  

- Willing to assume responsibility  

Skills  

- Clever (intelligent)  

- Conceptually skilled  

- Creative  

- Diplomatic and tactful  

- Fluent in speaking  

- Knowledgeable about group task  

- Organized (administrative ability)  

- Persuasive  

- Socially skilled  

 

 

The Behavioral Approach to Leadership  

The results of the trait studies were inconclusive. Traits, amongst other things, were hard to 

measure. After the publication of the late Douglas McGregor's classic book The Human Side of 

Enterprise in 1960, attention shifted to ‘behavioral theories’.  McGregor was a teacher, 

researcher, and consultant whose work was considered to be "on the cutting edge" of managing 

people. He influenced all the behavioral theories, which emphasize focusing on human 

relationships, along with output and performance.  

The Contingency or Situational Approach to Leadership   

Whilst behavioral theories may help managers develop particular leadership behaviors 

they give little guidance as to what constitutes effective leadership in different situations. Indeed, 

most researchers today conclude that no one leadership style is right for every manager under all 

circumstances.  

Instead, contingency-situational theories were developed to indicate that the style to be used is 

contingent upon such factors as the situation, the people, the task, the organization, and other 

environmental variables. 
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Adair’s Action-Centered Leadership Model  

 John Adair has a long pedigree in the world of leadership. The Adair model is that the 

action-centered leader gets the job done through the work team and relationships with fellow 

managers and staff. According to Adair's explanation an action-centered leader must:  

 Direct the job to be done (task structuring).  

 Support and review the individual people doing it.  

 Co-ordinate and foster the work team as a whole.  

 

Fig. 1.1: Adair’s action-centered leadership model 

His famous three circle diagram is a simplification of the variability of human interaction, 

but is a useful tool for thinking about what constitutes an effective leader/manager in relation to 

the job he/she has to do. The effective leader/manager carries out the functions and exhibits the 

behaviors depicted by the three circles. Situational and contingent elements call for different 

responses by the leader.  Hence imagine that the various circles may be bigger or smaller as the 

situation varies i.e. the leader will give more or less emphasis to the functionally-oriented 

behaviors according to what the actual situation involves.  

Influence and Leadership 

There can be no leadership without influence, because influencing is how leaders lead. In their 

classic book on leadership, Leaders:  Strategies for Taking Charge, Warren Bennis and Burt 

Nanus echo this point: "There is a profound difference between management and leadership," 

they wrote, "and both are important. ’To manage' means 'to bring about, to accomplish, to have 

charge of or responsibility for, to conduct.' 'Leading' is 'influencing, guiding in direction, course, 

action, opinion.'" They add that "an essential factor in leadership is the capacity to influence." 
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Managers also use influence, of course, because only a fraction of managerial work can actually 

be accomplished through control and the use of authority. The aim of both managers and leaders 

is to accomplish an organization's goals. Managers do it through plans, organization and 

processes, task assignments, measurements, and so on, but they must also direct people and 

manage their performance, and you can't manage people solely through command-and-control 

methods. People are human beings, not machines, mechanical parts, or assembly lines. They 

respond best when they are treated like human beings, they work best when they have a voice in 

how the work is done, and they remain loyal and engaged when they feel respected, trusted, well 

informed, and cared for. That's why the best managers also lead, and they lead through the social 

and emotional approaches to influencing, not just the rational approaches. 

 

Leaders lead by mobilizing people around a compelling vision of the future, by inspiring them to 

follow in the leader's footsteps. They show people what's possible and motivate them to make 

those possibilities real. They energize and focus people in ways that fulfill their dreams, give 

them a sense of purpose, and leave them with a profound sense of accomplishment when the 

work is done. Leaders lead by modeling ways of thinking or acting and by encouraging new 

ways of looking at situations, and by so doing they give people the words and the courage to 

make those new ways their own. The best leaders are teachers, mentors, and role models--and 

they accomplish the vast majority of their work through influence, not authority. 

In many cases, leaders and managers are one in the same. The division vice president who leads 

a team of people to accomplish what they might not have thought possible is also a manager. The 

manager who oversees a team's task performance but also looks after the team members' career 

planning and coaches them on developing their skills is also a leader. The art of management and 

leadership is to know when to act as a manager and when to act as a leader, when to use 

authority and when to use influence, when to ask and when to tell, when to take over and when 

to let go. In every case, it is crucial for leaders and managers to understand the range of influence 

techniques they can use, know when and how to use them, build their power bases so that they 

have the capacity to be influential, and sharpen their skills so that they can influence people 

effectively. 

Activity- B 

Interview several people asking them to describe situations where someone's attempt to influence 

them was successful or unsuccessful 

------------------------------------------------- 
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10.4 TRANSACTIONAL ANALYSIS (TA) 

Study of human behaviour is very complex. Human behaviour is affected by behaviour of others. 

It is based on basic psychological facts like perception, learning, motivation and personality of 

the individuals interacting with each other. Interpersonal behaviour could be mutually 

cooperative where complementary transactions take place, such behaviour is possible where 

there is mutual trust, respect for each other’s view point and ideas, concern for each other’s 

needs and when both have a complementary ego state. Such behaviours are mutually gratifying 

to each other. On the other hand, interpersonal behaviours can be conflicting. Reasons for such 

behaviour can be attributed to personality differences, different value system, and conflict of 

interest and last but not the least role ambiguity between the two individuals. 

 

Transactional analysis is the study of individual in the organization when he is interacting with 

other individual on social front or professional front. Eric Berne is credited to the movement for 

psychotherapy, which he started in 1950s. He observed that there are several persons within one 

person and therefore an individual transacts in different ways with different persons in different 

situations. People spend considerable time interacting with each other. They transact in a way 

that may provide connecting tissues between two individuals, which may hold them to-gether. 

This type of pair relationship is called Dyadic relationship. Transactional analysis offers a mode 

of expression of personality and dynamics of self and its relationship with others. It is a method 

of analyzing and understanding inter personal behaviour. Transactional analysis involves the 

analysis of the following factors:- 

(a) Study of awareness  

(b) Ego State 

(c) Analysis of transactions 

 (d) Life Script 

(e) Psychological games 

 (f) Study of life positions 

(g) Stroking 

(h) Games analysis 

Definitions 

“Transactional analysis is a technique used to help people better understand their own and 

other’s behaviour, especially in interpersonal relationship.” 

Johari Window 
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Joseph Luft and Harrington Ingham have developed a model to look at one’s personality that can 

be known and unknown to self and known and unknown to others. The concept known as Johari 

Window is shown in Figure 9.1 below. It is a technique to analyze and improve interpersonal - 

Transaction. 

 Information Information not  

 known to self known to self  

Information 

   

1 2 

 

known to 

 

Open Self Blind Self 

 

others 

 

(Public Area) (Blind Area) 

 

  

    

Information 3 4  

not known Hidden Self Unknown Self  

to others (Private Area) (Dark Area)  

    

Fig.  Johari Window 

 

The above figure indicates that there are four parts (self) in all of us that has been indicated by 

four quadrants. These are explained below: 

(a) Open Self: Open Self is known as Public area. This quadrant indicates information 

about self is known to oneself and also to others. The information relates to feelings, 

motivation and behaviour of an individual, which he is willing to share with those whom 

he comes in contact. The individual behaves in a straight forward manner and is sharing. 

In an organizational setting, because of the openness of the individual the chances of 

conflict are reduced to minimum. 

(b) Blind Self: This quadrant is related to information is not known to self but known to 

others, who interact with you, know more about you. This is known as blind area. It is 

important that an individual should reduce blind area to the minimum by interacting with 

people more intimately and by asking questions about self. For example, an individual 

may not be aware of the fact that he is extremely task oriented and employees do not like 
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it. In other words, others know and perceive the individual as a hard taskmaster and 

dislike him because of this. This is blind area that a person is blind to the fact that he 

interacts with others in the professional manner. This situation is likely to create an 

unpleasant atmosphere in the organization. Individual therefore should reduce blind area 

and increase public area. This will reduce conflict situations to a great extent in 

interpersonal behaviour. 

(c) Hidden Self: Certain aspect of personality has formed this quadrant. Self knows 

information but others do not know it. There are certain aspects, which are private. 

Individual therefore does not want to share it with subordinates and wants to keep hidden. 

The area is also called Private Area. 

(d) Unknown Self: This area is characterized by facts unknown to the self and to others. This 

is dark area, which is not pregnable. There is nothing much that can be done about it. It 

should be an endeavor to improve upon one self by obtaining feed back from others about 

self. Individual should carry out improvement and perceive one self correctly so that one 

perceives each person in the right manner. There are certain factors to improve 

Interpersonal relations. (Public Area). 

Development of Inter-personal Relationship 

(a) Develop positive attitude: We have already studied attitude, perception and values and 

its relationship towards accomplishment of given task. It should be an endeavour of every 

manager to look at the individuals, situations from positive point of view and remove 

distortion if any in a particular situation. Personal bias is dangerous and acts as bloc in 

improving relationship. If a manager is unbiased, have positive feeling towards his 

subordinates, advices them when in trouble and supports them in day-to-day functioning 

will develop a positive feeling about the workers, which will reduce blind area and 

convert it in to public area. This will bring an excellent work environment in the 

organization. 

(b) Be Empathetic: Manager must look at from the employees’ point of view. He should be 

able to identify subordinates need pattern and try and fulfill them. He should display high 

degree of sensitivity towards the subordinates and rise above the personal interest for the 

well being of employees. 

 

(c) Improve Self Concept: Every individual must improve his self-image. This is possible 

when work is assigned to an individual based on his skills, aptitude, experience, 
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knowledge and qualification. In case there is distortion between the individual ’s 

expectations and job requirement, a person is bound to develop frustration that would 

lead to the feeling of inadequacy (for a highly skilled person). In this situation a job 

rotation or even change of organization is recommenced. This will bring to him new 

challenges, and have a greater degree of freedom of action and job satisfaction that will 

lead to increased degree of self-concept. In nutshell, self-concept is achieved by 

achieving an ideal fit between individual competency and job requirement. 

(d) Communication: Communication is an important factor in developing an ideal 

interpersonal relationship. All barriers of communication should be removed. Managers 

should conduct themselves in such a manner that the subordinates feel that the former is 

approachable. One must also be a good listener. Mis-perception should not be allowed to 

set in for want of communication. Subordinates should be kept posted about the latest 

happing in an organization so that they are prevented from imagining the situation that 

may distort perception. In the organization vertical, horizontal, diagonal communication 

be permitted. Formation of social clubs should be encouraged. 

(e) Perception errors: Common perceptual errors like stereotyping, halo effect, selective 

perception, attribution errors and distortion should be avoided. Managers must be able to 

lend credence to what they preach by practicing. This will enhance their image in an 

organization. 

(f) Culture: Development of organization culture emanates from top level. Work ethics, 

value based practices must be rewarded. Development of culture is a continuous process, 

which is unending. For short-term gains compromise on ethical practices will doom the 

best of the organizations. 

PRINCIPLES OF CHANGES IN AWARENESS 

Awareness in self is not static and subject to change. Quadrant to which Psychological state 

(information known to self and information known to others) is assigned also changes. Joneward 

has assigned eleven principles of such change. 

1. Change in one quadrant will affect change in other quadrant and hence the changes in 

interpersonal behaviour can be noticed.  

2. It takes energy to hide, deny or be blind to behaviour.  

3. Threat tends to decrease awareness while mutual trust increases awareness.  

4. Forced awareness (exposure) is undesirable and usually ineffective.  

5. Interpersonal learning means a change has taken place. Therefore when one quadrant 
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enlarges the other becomes smaller.  

6. A large enough area of free activity, more resources and skill facilitates working with 

others.  

7. If No 1 quadrant is smaller it is indicative of the poor communication.  

8. There is universal curiosity about the unknown area due to customs, social training and 

diverse fears.  

9. Sensitivity means appreciating the covert aspect of behaviours in quadrant numbers 2, 3 

and 4, and desire of others to keep them so.  

10. Learning about group processes help to increase awareness. It will increase quadrant 

number 1 for both group and individuals.  

11. Value system of a group and its members may be observed in the way the group deals 

with unknown in the life of group itself.  

 

EGO STATE 

Study of ego state is an important part of transactional analysis, it explains psychological 

behaviour pattern of an individual. Study of ego state is related to the way an individual thinks, 

his feelings and subsequent behaviour. People interact with each other in terms of psychological 

positions of behaviour known as ego state. Sigmund Freud was the first to advocate that in 

every individual there are three ego states residing within him i.e. parent ego, adult ego and child 

ego. They stimulate, monitor and control individual behaviour. The ego state is not related to the 

age of an individual. He further states that a person can change ego state depending upon 

situation and modify his behaviour. Berne states, “Although we cannot directly observe these 

ego states, we can observe behaviour of an individual and can infer which of the three ego states 

an individual is transacting at a particular moment”. Let us study these ego states. 

Parent Ego 

Parent Ego refers to the personality attributes like value, attitude and behaviour of parent like 

people, inherited by a person when he was child. This behavioural pattern becomes basics for 

behaviour as individual copy parent figures like teacher, father, mother, brother or any other 

person who is elderly and displays an advisory behaviour, which is copied by a child and 

subsequently displayed in his lifetime when such situations arise. Parent ego can be of two types. 

 

(a) Nurturing parents 

Nurturing parent ego is characterized by over protectiveness, helpful, distant, dogmatic, 
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indispensable and upright parent behaviour. When such behaviour is displayed to a child, he 

inherits the same pattern of behaviour. 

 

(b) Critical parents 

Critical parents ego state is characterized with the behaviour, which is hurtful, waging finger at 

the other and conveys displeasures. The behaviour is strict which usually quotes rules, laws and 

has great reliance on successful people. 

Adult Ego 

Adult Ego is based on reasoning, seeking from subordinates and providing information. A person 

having adult ego views people equal, worthy of undertaking any job and responsible. They 

behave rationally and think logically. Physical signs can identify their behaviour, which displays 

controlling type. People with adult ego, verify their behaviour and update their parent and child 

ego continuously. They block parent and child ego state based on experience. The person updates 

data to determine what is valid thus he controls emotional expression. Adult ego is considered to 

be valid ego state comparatively. 

Child Ego 

Child ego state is inner feelings, experience and adaptation. Person having child ego generally 

displays creativity in his action. He conforms to the situation and people who interact with him 

and displays anxiety, depression, dependence, fear and hate. Child ego can be perceived by 

observing an individual who displays physical signs like silent compliance, attention seeker in 

certain situations he displays temper, tantrums, giggling and coyness. The individual thinks non-

logical and wants immediate action on various issues. Such behaviour is formed unto 5 years of 

age by accepting inputs of behaviour of various individuals around in childhood days. Child gets 

a social birth and inherits various patterns within the child ego state. These are:- 

(a) Natural Child 

Natural child generally displays following behavioural pattern 

• Affectionate  

• Does what come in the way  

• Fearful  

• Self-indulgent  

• Self-centered  

• Aggressive  
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b) Adaptive child  

Adaptive child is psychologically trained in obeying instructions from parents though not to his 

liking and does whatever because parents insist to do so. It has the tendency to get involved in 

NOT OK transaction. Rebellion, frustration becomes part of his personality. 

 

(c)  The little professor 

The little professor is intuitive, creative and manipulative. He believes in magic and uses this ego 

state with adult ego state and achieves good interpersonal relationship. He responds to non-

verbal communication and play hunches. He is imaginative. 

 

Analysis of Transactions 

One of the barriers of communication is crossed transaction. TA is a technique for examining the 

nature of interpersonal communication between the two individuals and to analyse its 

effectiveness. Every piece of conversation is treated as a transaction. For example when A talks 

to X it is one transaction and when X replies to A it is another. Each transaction of an individual 

emanates from parents ego, adult ego or child ego state. As stated earlier, parent ego state (P) is 

authoritarian, the adult ego state (A) is rational and logical in approach and lastly the child ego 

state (C) is impulsive. Every person transacts from all the three ego states but each one of us has 

one ego state as dominant. Transaction is effective when stimulus and response is from the same 

ego state and the complementary in nature. Crossed transactions create conflict and problems for 

interpersonal behaviour. Let us study patterns of complementary transaction. 

(a) Complementary Transaction 

Complementary transactions are those communications where stimulus and response (S—R) is 

from identical ego state. Message from one person gets almost predicted response and the 

transaction is parallel. There are nine such complementary transactions:- 

(i) Adult – Adult Transaction 

Both individuals are transacting from adult ego state. The stimulus and response are based on 

logical thinking and rationale. This type of communication is considered most ideal in any 

organization. There is least chance of conflict among the workers.  

(ii) Adult – Parent Transaction 

In adult – parent ego state, manager speaks from adult ego state which is rational and backed by 

rules and regulations while the employees speak from the parent ego state which is authorization, 

is not likely to smooth in the long run. Parent ego state (workers) will try to control and dominate 
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the manager. The employees may develop hostile attitude towards the boss.  

(iii) Adult – Child Transactions: Adult-child ego transactions are shown below. 

 This type of transaction is effective if child ego is of little professor category where employees 

can work with certain amount of creativity. Manager in this type of situation has to keep guiding 

and tolerating childlike behaviour of employees which is characterized by loose control, and lot 

of fun and enjoyment, which is not productive for the organization. 

 

 (iv) Parent – Parents transactions 

Parent ego state is characterized by admonitions, rewards, and work by rule, praise and 

punishment. If both i.e., the manager and employees have the above characteristics of ego state, 

the stimuli and response will be dominating from either side. While manager would put forward 

his ideas, the employees would reject it and put up a fresh idea and would want to be accepted by 

the manager. Manager will have to take up a nurturing parent attitude for transaction to be 

fruitful and thus have a productive communication.  

(v) Parent – Adult ego state 

The boss is transacting from parent ego while he subordinate is responding from adult ego state. 

Such type of relationship may not last long. Employees rational and logical thinking will be 

marred by parent ego state, which may diminish good working relationship of the two parties. 

One will have to switch over to the corresponding ego state.  

(vi) Parent – Child ego state 

This transaction is workable in the organization where the manager will get the work done from 

subordinates by advising, guiding, and by assigning rewards for good work and punishment for 

non-performance. The subordinates (Child ego) will listen to manager and look forward for 

advice, guidance, and assistance at each stage of production cycle. Manager may get frustration 

because he may develop the feeling that he is controlling an inefficient work force.  

(c) Ulterior Transactions 

Ulterior transactions are most complex transactions because if involves more than two egos 

states working at the same time with double meaning in the stimulus. This type of transaction is 

very common i.e. diplomatic circles when you say something but mean the other. For example 

read the following newspaper reports. “Newly appointed Pakistani Ambassador to UN, Mr. 

Munir Akram said “India would have license to kill’ (Pakistani) if Pakistani relied only on its 

non-nuclear firepower. If India reserves the right to use conventional weapons (because of no 

first use of nuclear weapons) how can Pakistan – a weaker power – be expected to rule out all 
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means of deterrence”? In the above message, Pak Ambassador is speaking to India from child – 

parent ego state when he says Pak is a weaker power but at the same time conveys (from Adult 

to Adult ego state) that she reserves the right of using nuclear weapon (all means of deterrence) 

this type of communication where ulterior meaning is different are dangerous and should be 

avoided as they are not desirable for better relationship and understanding. 

Life Positions 

Child develops life philosophy by experience. As child grows he tries to develop philosophy for 

itself based on self-identity, sense of worth and an ability to perceive people in the right sense. 

Harris identified life positions where individual knows about himself and the perception of 

people about him. Transactional analysis constructs the following four life positions. 

(a) I am Okay you are Okay. 

(b) I am Okay you are not Okay.  

(c) I am not Okay you are Okay. 

 (d) I am not Okay you are not Okay 

For above analysis see figure 

Let us discuss the above four life positions 

1. I am Okay your Okay (C) 

This is an ideal life position because this position is rationally chosen one. In this position 

individual behaves rationally and accept significance of others. People feel happy and life is 

worth living. Individual with this life position expresses confidence in his subordinates, work 

with high level of delegation of authority, and believes in give and take. Manages enjoys good 

communication network, work with confidence and there is work sharing and positive attitude 

towards work. People remain happy and have high level of job satisfaction. People work with 

adult ego state. There is no conflict situation and there is total understanding among subordinates 

and peer group. An Ideal life position. 

  I am NOT OK I am OK  

     

 You are NOT 

OK 

A B  

 Avoidant/Averse Bossing  
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You are OK 

D C  

 Difficult Competent/Confident/  

   Creative  

     

 

Fig  Life positions 

 

2.  I am Okay, you are not okay (B) 

This is distrustful psychological life position taken by individual who feel that others are wrong. 

They blame others for their failure. People who have been neglected by parents in their 

childhood take this position. They generally operate from rebellion child ego state that feel 

victimized and blame others for their miseries. Mangers lack trust, confidence in the intellectual 

level, skills and talent in their subordinates and do not believe in delegation of authority. They 

perceive delegation as threat to their personal existence. Managers are critical, oppressive and 

point out flaws in the working of subordinates. They operate from critical parent ego state and 

rarely give positive remarks. They feel their workers lazy, irresponsible and find them as stated 

in theory X of Mc Gregor. Expresses bossing attitude. 

 

3.  I am not okay, you are okay (D) 

This life position is common to persons who feel powerless in comparison to others. Persons in 

this life position always grumble and feel at the mercy of others. They have tendency to 

withdraw and at times experience depression that may lead to suicide in extreme cases. People 

with this life position operate from child ego state. Managers tend to give and receive bad 

feelings. They are unpredictable and display erratic behaviours. It is not a good life position. 

People are diffident in this life position. 

 

4.  I am not okay, you are not okay (A) 

This is the worst life position in which individual feel defeated and sees whole world as 

miserable. It is a desperate life position where people loose interest in living. In extreme 

cases people commit suicide or homicide. This position is caused due to children having brought 

up by servants and very scant or no attention having been paid by the parents. At managerial 

level, no decision is taken in time and managers make mistakes. They at times provoke others in 

the negative direction and display a lack of personal potency. Manager with this position look to 
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others for final decision and often delegate in-appropriately. 

On analysis, it is seen that everybody has elements of various life position. But one of the four-

life positions is dominant. “I am okay your are okay” is the best life position All- individual 

must try and modify life position in various situations. Adult – adult transaction from the 

above life position and positive life script will make an outstanding manager. 

 

Activity-C 

Discuss with children and parents how they interact with each other in house. 

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

Stroking 

Stroking is an important aspect of transactional analysis. Stroking is an act of implying 

recognition to other person. Stroking is recognition that a person gives to his subordinates for 

good work done or even bad work done. Lack of stroking has an adverse psychological and 

physiological effect on individual. 

Stroking is a basic unit of motivation that can be seen from the following 

(a) The quantity and the quality of strokes serve as either positive or negative motivation for 

employees. 

(b) Good share of psychological satisfaction we get from work is from strokes available from 

other persons. 

(c) We get strokes from the work itself. 

There are positive and negative strokes. Positive strokes are recognition, pat on the back and 

affection shown by superiors, who make subordinate feel okay. It is the recognition of the work 

that employees get boost to do even better. Negative strokes on the other hand are the feeling 

“you are not okay” conveyed by superiors by way of criticism, hating and by scolding for the job 

not done well. It serves as negative encouragement and a feeling of failure is created among the 

workers. Negative strokes received by individual also serves as positive strokes because an 

individual who has done a mistake expects a negative stroke from his boss, so that mental 

tension is relieved and a social equilibrium is achieved in the relationship. When the work is 

challenging, the worker gets an ultimate satisfaction from the work itself that serves as a 

motivator. It is therefore necessary that managers/supervisors assign to their subordinates the 

work, which, in itself is rich and has a motivational value. Positive strokes must be used as 

frequently as possible. 
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10.5 REVIEW QUESTIONS 

1. How do you find the influencing the Leadership. 

2. What are the approaches to study leadership 

3. Write an easy on Transactional Analyses. 

References: 

1. Prasad L.M., “Principals and Practice of Management”. 

 

 



Lesson 11: Group Dynamics and Morale 

Objectives 

After going through this unit, you should able to: 

 Understand what group dynamics is  

 Appreciate characteristic features of Group 

 Understand various types of groups and their importance 

 Appreciate factors effecting group behaviour 

 

Structure 
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1.11 Key Words 

1.12 Further Reading 

 

1.1 Introduction 

The behavior of people as an individual and as a member of a group widely differs. It may be noted 

that modern organizations are made up of people and obviously any organization is as good as its 

people. It is also true that individuals in an organization do not work in isolation. Much of the work 

in organization is done by groups of people. Therefore, it is important for a manager to understand 

how groups are formed in the organization and the performance and expectations of the members of 

various groups.  

Research has well established that people in organizations form into groups in order to fulfill their 

social needs. Hawthorne experiments conducted by Elton Mayo and his team established that people 



at the work place behave as members of a group and the membership shapes their work behavior and 

attitudes towards organizations. The social process by which people interact with one another in 

groups is called group dynamics. Group dynamic focuses on team work where small groups contact 

with each other and share common ideas to accomplish the goals. Thus, a group consists of two or 

more persons to interact with each other consciously for the achievement of certain common 

objectives. The members influence the group and in turn are influenced by others in the group. To 

quote David Smith “a group is a set of two or more individuals who are jointly characterized by a 

network of communication, a shared sense of collective identity and one or more shared dispositions 

with associated strength”.  

In order to be called a group, an aggregation of persons must satisfy the following conditions:  

I. People must interact with one another, 

II. People must be psychologically aware of one another, and 

III. People should perceive themselves to be a group. 

 Groups are useful for organizations as they provide norms of behavior for its members. They 

provide a mechanism for people at work place to talk to one another about job or personal problems. 

They provide a feeling of camaraderie, companionship and understanding. Groups enable the 

members gain a feeling of belongingness through which the members derive esteem, recognition and 

status. A sound understanding of the group dynamics at the work place keeps the manager in a good 

stead so that appropriate initiatives for behavior modifications and to introduce change can be 

implemented. 

 

Group dynamics deals with the attitudes and behavioural patterns of a group. Group dynamics 

concern how groups are formed, what is their structure and which processes are followed in their 

functioning. Thus, it is concerned with the interactions and forces operating between groups. Group 

dynamics is relevant to groups of all kinds – both formal and informal.  

 

1.2 What is a Group? 

A group is any number of people who:  

• have a common purpose or objective,  

• interact with each other to accomplish their objectives,  

• are aware of one another, and  

• perceive them to be part of the group.  

 



This is the way Huse and Bowditch (1977) defined a group. You were asked at the beginning as to 

how many different groups you belong to. You may see, from the above definition that throughout 

our lives, we belong to many different groups. Families are groups, a cricket team is a group, a club 

is a group and drama and music organisations are all groups. You can thus apply the concept of 

group to various examples of politics, consumers, sports, etc. as the case may be. In management, we 

primarily talk of groups at work. In most organisations, getting the work done requires group efforts. 

A Manager must know how to manage a group by understanding Group Dynamics. At this point, the 

number of people as contained in the definition of the group, should not be taken too literally. At 

some point, the number of people may become too large to fit the rest of the definition. For example 

all the people of India cannot interact with each other. Also, each group has common objectives, but 

the members who belong to it may have other personal objectives. For example, a travel agent may 

like to become a member of a parent-teacher association of school to help promote the development 

process of its students. But belonging to this association will also help in increasing his or her 

contacts, to know more people and enlist them as clients of the travel agency.  

 

What is most important in the content of the definition of a group is to be aware of each other in a 

group. This awareness is seldom there, when we look at an aggregation of people. They are mere 

collections, different from what we call a group, where members see themselves as belonging to a 

group in order to interact and achieve the common objectives of the group. Moreover, such kind of 

interaction may be over a long or a short period of time. In waiting for a bus, passengers make a 

queue. All of them have a common purpose that is, to enter the bus after buying tickets. We cannot 

call them a group, although they have a common purpose. Suddenly a person breaks the queue to go 

ahead. All others get together to prevent that person gate crashing and getting his ticket ahead of 

those standing in the queue before him. At that moment, a group is formed. Perhaps, after controlling 

that person from getting a ticket out of turn, the others keep continuing to talk to each other but the 

common purpose of keeping the queue out vanishes. The group disappears and the number of people 

becomes an aggregation or a collection. 

 

1.3 Reasons for Formation of Groups  

Companionship: The need for relationship with other people is one of the strongest and most 

constant of human drives. Many research studies have indicated that the employees who have no 



opportunity for close social contacts find their work unsatisfying and this lack of satisfaction often 

reflects itself in low productivity and high rate of absenteeism and turnover. Elton Mayo observed 

that the employees in a textile plant who worked on isolated jobs were highly dissatisfied and 

consistently failed to meet production standards and staggered rest period helped a little. But when 

the company permitted these workers to take rest period as a group, production and satisfaction both 

increased. 

Sense of identification: Workers get identity in small groups and so small groups tend to enjoy high 

morale. Employees working in large departments where everybody does the same type of job, find it 

hard to form stable social groupings compared to those working in small groups. 

 Source of Information: Informal group is a source of information to its members. Informal 

communication is very fast. A piece of information available to a member will reach nearly all the 

members of the group instantly. The group may develop a special code or language for speedy 

communication. Psychological barriers to communication are also overcome by the group.  

Job satisfaction: The group’s solution to a problem may be different from what management 

expects and it may even be more efficient. Shortcuts are evolved and informal channels of 

communication are established to cut across department boundaries. Many jobs which appear 

superficially dull and routine are made interesting by the group and spontaneity is encouraged and 

protected by the group.  

Protection of members: Groups help protect their members from outside pressures. Groups often 

resist management’s demands for additional output, increased working hours, and higher quality. 

Group members often agree on the level of output that each will put forth so that no member may 

outperform the others.  

Outlet for frustration: An individual at times, feels tremendous stress in life and gets frustrated. If 

he shares his feelings and anxieties with someone, his tension is released to a great extent. The social 

relations provide 256 an important outlet for frustration. An informal group serves as a safety valve 

which helps release tension and frustration and checks the mental breakdown of the individual.  

Perpetuation of cultural values: Sometimes, groups are formed by individuals belonging to a 

common cultural background. Such people can preserve their cultural identify and also feel a sense 

of security by associating with those pursuing the same cultural values and social norms. 

Maintenance of cultural values will also provide them psychological satisfaction.  

Generation of new ideas: Informal groups are a breeding ground for new ides as they provide a 

supportive environment in which the members can engage themselves in creative thinking. New 

product teams, task force, quality circles, etc. are important examples in this regard. 

 

 



1.3. 1 Reason for joining Group 

 

There is no particular reason answering why individuals join groups. Group helps individual to feel 

stronger, have fewer self-doubts, and be more contrary to threats. 

The following points help us understand the need of joining a group by individuals: 

 

1) Mutual support: When members are supportive of each other and receive additional support 

from the group worker, a climate is created in which Individuals and Groups members are 

able to express them and try out new thoughts and behaviours. 

 2) Cohesiveness: This dynamics results from the affective ties that the members develop with 

each other. A commitment to the group and to each other results from this force. 

 3) Relationships: The optimum condition to help members change requires a blend of support 

and challenge. 

 4) Universalisation: The members discover that he/ she is not the only person who is feeling or 

behaving in this manner. There is solace in knowing that one is not alone.  

5) Instillation of hope: Groups provide opportunities to relate to others who may be more 

optimistic and, in fact, may have accomplished some very important tasks and goals. The 

group as a whole, with the help of the worker, may convey some very positive expectations 

for the members. 

 6) Altruism: A great deal of self-esteem results from the members becoming aware that he/she 

does have something of value to give to others, whether it is a suggestion, the narration of an 

experience, or simply support and concern. 

7) Gaining knowledge and skills: The group provides opportunities to learn from others and to 

try new ways of thinking and behaving in a safe environment.  

8) Catharsis: Ventilation of feelings and exposing one’s ideas to others who are accepting, frees 

energy, and the member can continue to work toward the desired changes. Social Group 

Work: Historical Development  

9) Corrective emotional experiences: The group setting allows the members to correct earlier 

dysfunctional relationships by providing a primary group experience in which the person can 

reexperience and correct ways of feeling about and relating to significant others. Often this is 

accomplished by working through transferences with the worker or with other members. 

Transferences result when the member perceives another in the group as being like a 

significant other that they had experienced earlier in their life. 



 10) Reality testing: Groups provide a setting in which the members can test and compare their 

perceptions and feelings. This process promotes validation or corrections of distortions in 

perceptions.  

11) Parameter and pressure of group membership: The experiences and norms of the group 

help the member to function within certain limits, often allowing him/her to reduce resistance 

to authority, accept necessary limitations and behave in a manner acceptable to others. 

1.4 Characteristics of Groups 

 Collection of people: Two or more individuals come together. They are motivated to join 

together. Groups operate in a social situation. Members perceive themselves as a group. They 

have collective identity. They are a unified unit. 

 Interaction and interdependence: Individuals interact with each other. Interaction affects 

the feelings and actions of group members. Members are interdependent on each other. 

 Similar Interests: Group members share similar interests. They have common norms and 

values. They have collective identity. 

 Common goals: Groups achieve particular goals that are common to all members. They 

carry out task to achieve goals. 

 Role differentiation: The role of individual group members varies. Their contributions also 

vary. Group dynamic is concerned with how groups are formed their structure and processes, 

and how they function and affect individuals, groups and organization. 

 

1.5 Importance of Groups in an Organization 

Importances of groups in an organization are: 1. Filling in Gaps in Manager’s Abilities 2. Solving 

work problems 3. Better coordination 4. Channel of Communication 5. Restraint on Managers 6. 

Better relations 7. Norms of Behaviour 8. Developing Future Executives. 

Informal groups are important not only from the point of view of their members; they have a great 

utility from organisation’s point of view also. 

1. Filling in Gaps in Manager’s Abilities: Informal organisation may act to fill in gaps in a 

manager’s abilities. For example, if a manager is weak in planning, one of his subordinates may help 

him informally in such a situation. 

2. Solving work problems: Informal organisation helps in solving the work problems of members. 

It allows sharing job knowledge and taking decisions which affect a number of jobs. 



3. Better coordination: Informal groups evolve short-cuts and eliminate red tapism. They facilitate 

smooth flow of information and quick decision-making. All these ensure better coordination among 

various individuals and departments. 

4. Channel of Communication: Informal groups act to fill up the communication gaps which might 

arise in the organisation. Informal communication cuts across the hierarchical and departmental 

boundaries and transmits information with greater speed. Management can use informal channels to 

share information with the workers and get their reaction to management’s proposals. Informal 

communication can be of great use to organisation, if it is handled by the management properly. 

5. Restraint on Managers: Informal groups do not allow the managers to cross their limits. They 

restrict them from getting unlimited power and from using their power injudiciously. 

6. Better relations: A manager can build better relations with his subordinates through informal 

contacts. He can consult the informal leaders and seek their cooperation in getting the things done 

from the workers. 

7. Norms of Behaviour: Informal groups develop certain norms of behaviour which differentiate 

between good and bad conduct and between legitimate and illegitimate activities. These bring 

discipline and order among the employees of the organisation. 

8. Developing Future Executives: Informal groups recognise talented workers as their leaders. 

Such leaders can be picked by the management to fill vacancies at the junior executive level in the 

future. 

1.6 Types of Groups 

Every organization is a group unto itself. A group refers to two or more people who share a common 

meaning and evaluation of themselves and come together to achieve common goals. In other words, 

a group is a collection of people who interact with one another; accept rights and obligations as 

members and who share a common identity. 

There are different types of groups which are created to get some specific results in any 

organisations. The team members agree to a general task, become mutually dependent relative in 

their action, and work together with each other to support its success. There are three views on the 

nature of act between team members. The first is normative, which explain how to carry out 



performance and manage the team. The second view is includes of a set of method, group building, 

role play, self managed groups and sensitivity training of the members. The third is referred as a 

team dynamic from the point of sight that the internal nature of any groups. One way to classify the 

groups is by way of formality – formal and informal. While formal groups are established by an 

organization to achieve its goals, informal groups merge spontaneously.  

1. Formal groups  

Formal groups are those groups defined by the organization’s structure, with designated work 

assignments and establishing tasks. In formal groups, the behaviours that member should engage in 

are stipulated by and directed towards organisational goals. 

The features of formal groups are as follows: 

i. Formal groups are part of the organisational structure. 

ii. These are created deliberately and consciously by the management to perform the assigned 

duties. 

iii. The pattern of communication is also defined and the rules are laid down to regulate the 

behaviour of group members. 

iv. These groups may be either permanent in the form of top management team such as Board of 

Directors or staff groups providing specialized services to the organisation and so on; or 

these formal groups may be constituted on temporary basis for fulfilling certain specified 

objectives. When such objectives are fulfilled, these disappear. These may be in the form of 

temporary committees, task force etc. 

 

The Formal Groups may further be sub classified into the following groups: 

1. Command Groups: 

Command groups are specified by the organizational chart and often consist of a supervisor and 

the subordinates that report to that supervisor. An example of a command group is a market 

research firm CEO and the research associates under him. 

2. Task Groups: 

Task groups consist of people who work together to achieve a common task. Members are 

brought together to accomplish a narrow range of goals within a specified time period. Task 

groups are also commonly referred to as task forces. The organization appoints members and 

assigns the goals and tasks to be accomplished. 



Examples of assigned tasks are the development of a new product, the improvement of a 

production process, or designing the syllabus under semester system. 

Other common task groups are adhoc committees, project groups, and standing committees. 

Adhoc committees are temporary groups created to resolve a specific complaint or develop a 

process are normally disbanded after the group completes the assigned task. 

3. Functional Groups: 

A functional group is created by the organization to accomplish specific goals within an 

unspecified time frame. Functional groups remain in existence after achievement of current goals 

and objectives. Examples of functional groups would be a marketing department, a customer 

service department, or an accounting department. 

In contrast to formal groups, informal groups are formed naturally and in response to the common 

interests and shared values of individuals. 

They are created for purposes other than the accomplishment of organizational goals and do not 

have a specified time frame. Informal groups are not appointed by the organization and members 

can invite others to join from time to time. 

II. Informal Groups: 

Informal groups are alliances that are neither formally structured nor organisationally determined. 

These groups are natural formations in    the work response to the common interests of the 

organisation members such as self defense, work assistance and social interaction. 

The features of these groups are as follows: 

i. The informal groups are formed by the members of such groups by themselves rather than by 

the management. 

ii. These groups arise spontaneously in the organisation because of social interaction between 

the people. 

iii. These are based on common interests, language, taste, caste, religion, background etc. 

iv. These groups exist outside the formal authorities system and without any set rigid rules. 

v. Though officially unrecognized, these groups exist in the shadow of the formal structure as a 

network of personal and social relations which must be understood and respected by the 

management. 



vi. These groups have their own structure, with their own leaders, and followers, group goals, 

social roles and working patterns. They have their own unwritten rules and a code of conduct 

which every member accepts implicitly. Members trust and respect each other. 

vii. The informal groups are more flexible than the formal groups. Rules and procedures being 

unwritten, they can change from situation to situation. 

viii. Since these groups concentrate on the personal contact between    the members, they 

represent the human side of enterprise as compared to technical side represented by the 

formal groups. 

Since informal interaction is spontaneous it can take place in any way. Consequently, informal 

organisations may be of different types as explained below: 

i. Interest Group: Interest groups usually continue over time and may last longer than general 

informal groups. Members of interest groups may not be part of the same organizational department 

but they are bound together by some other common interest. The goals and objectives of group 

interests are specific to each group and may not be related to organizational goals and objectives. An 

example of an interest group would be students who come together to form a study group for a 

specific class. 

ii. Friendship Groups: Friendship groups are formed by members who enjoy similar social 

activities, political beliefs, religious values, or other common bonds. Members enjoy each other’s 

company and often meet after work to participate in these activities. For example, a group of 

employees who form a friendship group may have a yoga group, a Rajasthani association in Delhi, 

or a kitty party lunch once a month. 

iii. Reference Groups: A reference group is a type of group that people use to evaluate themselves. 

The main objectives of reference groups are to seek social validation and social comparison. Social 

validation allows individuals to justify their attitudes and values while social comparison helps 

individuals evaluate their own actions by comparing themselves to others. Reference groups have a 

strong influence on members’ behavior. Such groups are formed voluntarily. Family, friends, and 

religious affiliations are strong reference groups for most individuals. 

 

Reasons for the Emergence of Informal Groups: 

1. People working together may come together. 

2. People with similar values, beliefs, attitudes, and interests often feel attraction to come together. 



3. Need satisfaction – to belong, to associate, etc. 

4. Removal of monotony of routine tasks – to get rid of monotony and psychological fatigue, job-

related boredom and frustration provides an opportunity to behave in a natural and relaxed 

manner. 

5. Promotion of other interests and pursuit of goals – People join Rotary or Lions Club to expand 

their contacts which may help them to satisfy their personal goals. 

Benefits of Informal Groups: 

The benefits of an informal group are as follows: 

1. Blending with formal group allows people to work for the formal organisation. 

2. Informal work group lightens the workload for the formal manager. 

3. Brings satisfaction and stability to the organisation as a whole. 

4. Provides a useful channel of communication. 

5. Encourages managers to plan and act more carefully. 

Limitations of Informal Groups: 

The limitations are as follows: 

1. Resistance to Change because they do not want to deviate from existing norms and learn new 

ways. 

2. Informal group provides most fertile ground for Rumour Mongering because of maliciousness, 

lack of proper communication systems and processes and ambiguous circumstances. 

3. Since a member of an informal group is also a member of a formal group, at times it creates role 

conflict. 

4. Creativity of group member (s) is restricted because of strong pressure for conformity applied by 

the group. 

Sayles’ Classification of Group: 

On the basis of the pressure tactics adopted by the groups 

L.R. Sayles identified four kinds of groups in the organisations which are discussed below: 

(a) Apathetic Groups: 

This group is characterised by relatively few grievances and it hardly ever uses pressure tactics. 

In the group, no one ever emerged as an acceptable leader and therefore, there is lack of clearly 

defined leadership. These groups are composed of relatively low paid and low skilled assembly 



line workers who lack unity and power and hardly ever use pressure tactics. Such groups are 

generally indifferent to formal organisations. 

(b) Erratic Groups: 

Members in the erratic groups are easily inflamed and easily pacified. 

There is lack of consistency in their behaviour. Sometimes they show antagonism towards the 

management while on other occasions, they may be cooperative. In such a group, any active 

member could assume the reins of the group and become the leader. These groups are composed 

of semi skilled workers who work together in performing jobs that require some interaction. 

They display considerable unity, but it is very difficult to predict their behaviour. 

(c) Strategic Groups: 

The members of such group are able to prepare a strategy for putting pressure on other groups 

and the management. Members of such groups are generally performing technologically 

independent jobs and are comparatively better placed than members of earlier categories. It is 

difficult to apply exact time standards for judging their performance as their jobs are of such a 

nature that personal judgment matters. 

These people are highly united and actively participate in union activity. These people maintain a 

relatively consistent antagonism. 

(d) Conservative Groups:  

These groups are composed of professionals and highly skilled employees in the plant. They are 

found at higher levels of the organisation and display considerable self confidence. They work 

on their own and the nature of their jobs is such that they can shut down the plant if they so 

desire. These people are found to be very strong and very stable among informal groups. 

Such groups exercise restrained pressure for highly specified objectives and display moderate 

internal unity and self assurance. In terms of union activities there are Activity-Inactivity Cycles. 

They are cooperatively oriented most of the times. They adopt antagonistic attitude towards 

management only when highly specific goals are sought by group members acting together. 

 

1.7 Well-Functioning Group 

A group is considered effective when it has the following characteristics. 

 Relaxed, comfortable, friendly atmosphere. 

 Task to be executed are well understood and accepted. 



 Members listen well and actively participate in given assignments. 

 Assignments are made clear and are accepted. 

 Group is acquainted of its operation and function. 

 People express their feelings and ideas openly. 

 Consensus decision-making process is followed. 

 Conflict and disagreement center regarding ideas or method. 

 

Check Your Progress-1 
 

1) Define a group.  

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

………………………………………………………………………………………  

2) What do groups offer to people? 

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

……………………………………………………………………………………… 

3) Discuss the types of groups.  

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

………………………………………………………………………………………  

 

1.8 Group Dynamics 

Group dynamics is a system of behaviors and psychological processes occurring within a social 

group (intragroup dynamics), or between social groups (intergroup dynamics). The study of group 

dynamics can be useful in understanding decision-making behaviour, tracking the spread of diseases 

in society, creating effective therapy techniques, and following the emergence and popularity of new 

ideas and technologies. Group dynamics are at the core of understanding racism, sexism, and other 

forms of social prejudice and discrimination. These applications of the field are studied in 

psychology, sociology, anthropology, political science, epidemiology, education, social work, 

business, and communication studies. There are three main things that can affect a team's cohesion 

(the act of working together well). They are: environmental factors, personal factors and leadership 

factors. 

https://en.wikipedia.org/wiki/Social_group
https://en.wikipedia.org/wiki/Social_group
https://en.wikipedia.org/wiki/Psychology
https://en.wikipedia.org/wiki/Sociology
https://en.wikipedia.org/wiki/Anthropology
https://en.wikipedia.org/wiki/Political_science
https://en.wikipedia.org/wiki/Epidemiology
https://en.wikipedia.org/wiki/Social_work
https://en.wikipedia.org/wiki/Communication_studies


 

1.8.1 Intragroup Dynamics 

Intragroup dynamics (also referred to as in-group-, within-group, or commonly just ‘group 

dynamics’) are the underlying processes that give rise to a set of norms, roles, relations, and 

common goals that characterize a particular social group. Examples of groups include religious, 

political, military, and environmental groups, sports teams, work groups, and therapy groups. 

Amongst the members of a group, there is a state of interdependence, through which the behaviours, 

attitudes, opinions, and experiences of each member are collectively influenced by the other group 

members. In many fields of research, there is an interest in understanding how group dynamics 

influence individual behaviour, attitudes, and opinions. 

The dynamics of a particular group depend on how one defines the boundaries of the group. Often, 

there are distinct subgroups within a more broadly defined group. For example, one could define 

Indian residents as a group, but could also define a more specific set of state residents (for example, 

'Residents of Andhra Pradesh). For each of these groups, there are distinct dynamics that can be 

discussed. Notably, on this very broad level, the study of group dynamics is similar to the study of 

culture. For example, there are group dynamics in the Andhra Pradesh that sustain a culture of 

honor, which is associated with norms of toughness, honour-related violence, and self-defence.  

 

Group formation 

Group formation starts with a psychological bond between individuals. The social cohesion 

approach suggests that group formation comes out of bonds of interpersonal attraction. In contrast, 

the social identity approach suggests that a group starts when a collection of individuals perceive 

that they share some social category (‘smokers’, ‘nurses,’ ‘students,’ ‘hockey players’), and that 

interpersonal attraction only secondarily enhances the connection between individuals. Additionally, 

from the social identity approach, group formation involves both identifying with some individuals 

and explicitly not identifying with others. So to say, a level of psychological distinctiveness is 

necessary for group formation. Through interaction, individuals begin to develop group norms, roles, 

and attitudes which define the group, and are internalized to influence behaviour.  

Emergent groups arise from a relatively spontaneous process of group formation. For example, in 

response to a natural disaster, an emergent response group may form. These groups are characterized 

as having no preexisting structure (e.g. group membership, allocated roles) or prior experience 
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working together. Yet, these groups still express high levels of interdependence and coordinate 

knowledge, resources, and tasks.  

 

Group Membership and Social Identity 

The social group is a critical source of information about individual identity. An individual’s identity 

has two components: personal identity and social identity. One’s personal identity is defined by 

more idiosyncratic, individual qualities and attributes. In contrast, one’s social identity is defined by 

his or her group membership, and the general characteristics (or prototypes) that define the group 

and differentiate it from others. We naturally make comparisons between our own group and other 

groups, but we do not necessarily make objective comparisons. Instead, we make evaluations that 

are self-enhancing, emphasizing the positive qualities of our own group (see in-group bias). In this 

way, these comparisons give us a distinct and valued social identity that benefits our self-esteem. 

Our social identity and group membership also satisfies a need to belong. Of course, individuals 

belong to multiple groups. Therefore, one’s social identity can have several, qualitatively distinct 

parts (for example, one’s ethnic identity, religious identity, and political identity).  

Optimal distinctiveness theory suggests that individuals have a desire to be similar to others, but also 

a desire to differentiate themselves, ultimately seeking some balance of these two desires (to obtain 

optimal distinctiveness). For example, one might imagine a young teenager in the United States who 

tries to balance these desires, not wanting to be ‘just like everyone else,’ but also wanting to ‘fit in’ 

and be similar to others. One’s collective self may offer a balance between these two desires. That is, 

to be similar to others (those who you share group membership with), but also to be different from 

others (those who are outside of your group). 

 

Group Cohesion 

In the social sciences, group cohesion refers to the processes that keep members of a social group 

connected. Terms such as attraction, solidarity, and morale are often used to describe group 

cohesion. It is thought to be one of the most important characteristics of a group, and has been linked 

to group performance, intergroup conflict and therapeutic change. Cohesiveness refers to the 

bonding of group members or unity, feelings of attraction for each other and desire to remain part of 

the group. Many factors influence the amount of group cohesiveness – agreement on group goals, 

frequency of interaction, personal attractiveness, intergroup competition, favourable evaluation, etc. 
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The more difficult it is to obtain group membership the more cohesive the group will be. Groups also 

tend to become cohesive when they are in intense competition with other groups or face a serious 

external threat to survival. Smaller groups and those who spend considerable time together also tend 

to be more cohesive. 

 

Cohesiveness in work groups has many positive effects, including worker satisfaction, low turnover 

and absenteeism, and higher productivity. However, highly cohesive groups may be detrimental to 

organizational performance if their goals are misaligned with organizational goals. Highly cohesive 

groups may also be more vulnerable to groupthink. Groupthink occurs when members of a group 

exert pressure on each other to come to a consensus in decision making. Groupthink results in 

careless judgments, unrealistic appraisals of alternative courses of action, and a lack of reality 

testing. Evidence suggests that groups typically outperform individuals when the tasks involved 

require a variety of skills, experience, and decision making. Groups are often more flexible and can 

quickly assemble, achieve goals, and disband or move on to another set of objectives. Many 

organizations have found that groups have many motivational aspects as well. Group members are 

more likely to participate in decision-making and problem-solving activities leading to 

empowerment and increased productivity. Groups complete most of the work in an organization; 

thus, the effectiveness of the organization is limited by the effectiveness of its groups. 

 

Black sheep effect 

Beliefs within the in-group are based on how individuals in the group see their other members. 

Individuals tend to upgrade likeable in-group members and deviate from unlikeable group members, 

making them a separate out-group. This is called the black sheep effect. The way a person judges 

socially desirable and socially undesirable individuals depends upon whether they are part of the in-

group or out-group. This phenomenon has been later accounted for by subjective group dynamics 

theory. According to this theory, people derogate socially undesirable (deviant) in-group members 

relative to out-group members, because they give a bad image of the in-group and jeopardize 

people's social identity.  In more recent studies, Marques and colleagues have shown that this occurs 

more strongly with regard to in-group full members than other members. Whereas new members of a 

group must prove themselves to the full members to become accepted, full members have undergone 

socialization and are already accepted within the group. They have more privilege than newcomers 
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but more responsibility to help the group achieve its goals. Marginal members were once full 

members but lost membership because they failed to live up to the group’s expectations. They can 

rejoin the group if they go through re-socialization. Therefore, full members' behavior is paramount 

to define the in-group's image. 

 

Bogart and Ryan surveyed the development of new members' stereotypes about in-groups and out-

groups during socialization. Results showed that the new members judged themselves as consistent 

with the stereotypes of their in-groups, even when they had recently committed to join those groups 

or existed as marginal members. They also tended to judge the group as a whole in an increasingly 

less positive manner after they became full members. However, there is no evidence that this affects 

the way they are judged by other members. Nevertheless, depending on the self-esteem of an 

individual, members of the in-group may experience different private beliefs about the group’s 

activities but will publicly express the opposite—that they actually share these beliefs. One member 

may not personally agree with something the group does, but to avoid the black sheep effect, they 

will publicly agree with the group and keep the private beliefs to themselves. If the person is 

privately self-aware, he or she is more likely to comply with the group even if they possibly have 

their own beliefs about the situation.  

 

In situations of hazing within fraternities and sororities on college campuses, pledges may encounter 

this type of situation and may outwardly comply with the tasks they are forced to do regardless of 

their personal feelings about the Greek institution they are joining. This is done in an effort to avoid 

becoming an outcast of the group. Outcasts who behave in a way that might jeopardize the group 

tend to be treated more harshly than the likeable ones in a group, creating a black sheep effect. Full 

members of a fraternity might treat the incoming new members harshly, causing the pledges to 

decide if they approve of the situation and if they will voice their disagreeing opinions about it. 

 

Group influence on individual behaviour 

Individual behavior and decision making can be influenced by the presence of others. There are both 

positive and negative implications of group influence on individual behavior. For example, group 

influence can often be useful in the context of work settings, team sports, and political activism. 

However, the influence of groups on the individual can also generate negative behaviors. 
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While there are many ways a group can influence behavior, we will focus on three key phenomena: 

groupthink, groupshift, and deindividuation. Groupthink happens when group members, faced with 

an important choice, become so focused on making a smooth, quick decision that they overlook 

other, possibly more fruitful options. Groupshift is a phenomenon in which the initial positions of 

individual members of a group are exaggerated toward a more extreme 

position. Deindividuation happens when a person lets go of self-consciousness and control and does 

what the group is doing, usually with negative goals or outcomes. We will discuss these more in 

detail below. 

 

Group structure 

A group's structure is the internal framework that defines members' relations to one another over 

time. Frequently studied elements of group structure include roles, norms, values, communication 

patterns, and status differentials. Group structure has also been defined as the underlying pattern of 

roles, norms, and networks of relations among members that define and organize the group. Roles 

can be defined as a tendency to behave, contribute and interrelate with others in a particular way. 

Roles may be assigned formally, but more often are defined through the process of role 

differentiation. Role differentiation is the degree to which different group members have specialized 

functions. A group with a high level of role differentiation would be categorized as having many 

different roles that are specialized and narrowly defined. A key role in a group is the leader, but there 

are other important roles as well, including task roles, relationship roles, and individual roles. 

Functional (task) roles are generally defined in relation to the tasks the team is expected to perform. 

Individuals engaged in task roles focus on the goals of the group and on enabling the work that 

members do; examples of task roles include coordinator, recorder, critic, or technician. A group 

member engaged in a relationship role (or socio-emotional role) is focused on maintaining the 

interpersonal and emotional needs of the groups' members; examples of relationship role include 

encourager, harmonizer, or compromiser.  

 

Norms are the informal rules that groups adopt to regulate members' behaviour. Norms refer to what 

should be done and represent value judgments about appropriate behaviour in social situations. 

Although they are infrequently written down or even discussed, norms have powerful influence on 

group behaviour. They are a fundamental aspect of group structure as they provide direction and 



motivation, and organize the social interactions of members. Norms are said to be emergent, as they 

develop gradually throughout interactions between group members. While many norms are 

widespread throughout society, groups may develop their own norms that members must learn when 

they join the group. There are various types of norms, including: prescriptive, proscriptive, 

descriptive, and injunctive.  

 

 Prescriptive Norms: the socially appropriate way to respond in a social situation, or what 

group members are supposed to do (e.g. saying thank you after someone does a favour for 

you) 

 Proscriptive Norms: actions that group members should not do; prohibitive (e.g. not belching 

in public) 

 Descriptive Norms: describe what people usually do (e.g. clapping after a speech) 

 Injunctive Norms: describe behaviours that people ought to do; more evaluative in nature 

than a descriptive norm. 

 

Intermember Relations are the connections among the members of a group, or the social network 

within a group. Group members are linked to one another at varying levels. Examining the 

intermember relations of a group can highlight a group's density (how many members are linked to 

one another), or the degree centrality of members (number of ties between members). Analysing the 

intermember relations aspect of a group can highlight the degree centrality of each member in the 

group, which can lead to a better understanding of the roles of certain group (e.g. an individual who 

is a 'go-between' in a group will have closer ties to numerous group members which can aid in 

communication, etc.).  

 

Values are goals or ideas that serve as guiding principles for the group. Like norms, values may be 

communicated either explicitly or on an ad hoc basis. Values can serve as a rallying point for the 

team. However, some values (such as conformity) can also be dysfunction and lead to poor decisions 

by the team. 

 

Communication patterns describe the flow of information within the group and they are typically 

described as either centralized or decentralized. With a centralized pattern, communications tend to 



flow from one source to all group members. Centralized communications allow standardization of 

information, but may restrict the free flow of information. Decentralized communications make it 

easy to share information directly between group members. When decentralized, communications 

tend to flow more freely, but the delivery of information may not be as fast or accurate as with 

centralized communications. Another potential downside of decentralized communications is the 

sheer volume of information that can be generated, particularly with electronic media. 

 

Status differentials are the relative differences in status among group members. When a group is first 

formed the members may all be on an equal level, but over time certain members may acquire status 

and authority within the group; this can create what is known as a pecking order within a group. 

Status can be determined by a variety of factors and characteristics, including specific status 

characteristics (e.g. task-specific behavioural and personal characteristics, such as experience) or 

diffuse status characteristics (e.g. age, race, ethnicity). It is important that other group members 

perceive an individual's status to be warranted and deserved, as otherwise they may not have 

authority within the group. Status differentials may affect the relative amount of pay among group 

members and they may also affect the group's tolerance to violation of group norms (e.g. people with 

higher status may be given more freedom to violate group norms). 

 

Group performance 

Forsyth suggests that while many daily tasks undertaken by individuals could be performed in 

isolation, the preference is to perform with other people.  

 

Social Facilitation and Performance Gains 

In one of the earliest social psychological studies, Norman Triplett (1898) investigated how bicycle 

racers were influenced by the social situation in which they raced. Triplett found something very 

interesting: the racers who were competing with other cyclists on the same track rode significantly 

faster than those who were racing alone, against the clock. This led Triplett to hypothesize that 

people perform tasks better when the social context includes other people than when they do the 

tasks alone. Subsequent findings validated Triplett’s results, and other experiments have shown that 

the presence of others can increase performance on many types of tasks, including jogging, 



playing pool, lifting weights, and working on mathematics and computer problems (Geen, 1989; 

Guerin, 1983; Robinson-Staveley & Cooper, 1990; Strube, Miles, & Finch, 1981). 

 

 The tendency to perform tasks better or faster in the presence of others is known as social 

facilitation. Although people sometimes perform better when they are in groups than they do alone, 

the situation is not that simple. Perhaps you can remember a time when you found that a task you 

could perform well alone (e.g., giving a presentation, playing a video game, shooting a basketball 

free throw, or making a soccer penalty kick) was not performed as well when you tried it with, or in 

front of, others. Thus it seems that the conclusion that being with others increases performance 

cannot be entirely true and that sometimes the presence of others can worsen our performance. The 

tendency to perform tasks more poorly or slower in the presence of others is known as social 

inhibition. So, as the presence of other people can both improve and worsen individual 

performance, it is important to explore the different conditions that promote these opposite 

outcomes. In 1965, Robert Zajonc expanded the study of arousal response (originated by Triplett) 

with further research in the area of social facilitation. In his study, Zajonc considered two 

experimental paradigms. In the first—audience effects—Zajonc observed behaviour in the presence 

of passive spectators, and the second—co-action effects—he examined behaviour in the presence of 

another individual engaged in the same activity.  

 

Zajonc observed two categories of behaviours—dominant responses to tasks that are easier to learn 

and which dominate other potential responses and no dominant responses to tasks that are less likely 

to be performed. In his Theory of Social Facilitation, Zajonc concluded that in the presence of 

others, when action is required, depending on the task requirement, either social facilitation or social 

interference will impact the outcome of the task. If social facilitation occurs, the task will have 

required a dominant response from the individual resulting in better performance in the presence of 

others, whereas if social interference occurs the task will have elicited a no dominant response from 

the individual resulting in subpar performance of the task.  

 

Several theories analysing performance gains in groups via drive, motivational, cognitive and 

personality processes, explain why social facilitation occurs. Zajonc hypothesized that competence 

(the state of responding in the presence of others) elevates an individual's drive level which in turn 
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triggers social facilitation when tasks are simple and easy to execute, but impedes performance when 

tasks are challenging.  

 

Nickolas Cottrell, 1972, proposed the evaluation apprehension model whereby he suggested people 

associate social situations with an evaluative process. Cottrell argued this situation is met with 

apprehension and it is this motivational response, not arousal/elevated drive that is responsible for 

increased productivity on simple tasks and decreased productivity on complex tasks in the presence 

of others.  

 

In The Presentation of Self in Everyday Life (1959), Erving Goffman assumes that individuals 

can control how they are perceived by others. He suggests that people fear being perceived as having 

negative, undesirable qualities and characteristics by other people, and that it is this fear that 

compels individuals to portray a positive self-presentation/social image of themselves. In relation to 

performance gains, Goffman's self-presentation theory predicts, in situations where they may be 

evaluated, individuals will consequently increase their efforts in order to project/preserve/maintain a 

positive image.  

 

Distraction-conflict theory contends that when a person is working in the presence of other people, 

an interference effect occurs splitting the individual's attention between the task and the other 

person. On simple tasks, where the individual is not challenged by the task, the interference effect is 

negligible and performance, therefore, is facilitated. On more complex tasks, where drive is not 

strong enough to effectively compete against the effects of distraction, there is no performance gain. 

The Stroop task (Stroop effect) demonstrated that, by narrowing a person's focus of attention on 

certain tasks, distractions can improve performance.  

 

Social orientation theory considers the way a person approaches social situations. It predicts that 

self-confident individuals with a positive outlook will show performance gains through social 

facilitation, whereas a self-conscious individual approaching social situations with apprehension is 

less likely to perform well due to social interference effects.  
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1.8.2 Intergroup Dynamics 

Intergroup dynamics refers to the behavioural and psychological relationship between two or more 

groups. This includes perceptions, attitudes, opinions, and behaviours towards one’s own group, as 

well as those towards another group. In some cases, intergroup dynamics is prosocial, positive, and 

beneficial (for example, when multiple research teams work together to accomplish a task or goal). 

In other cases, intergroup dynamics can create conflict. For example, Fischer & Ferlie found initially 

positive dynamics between a clinical institution and its external authorities dramatically changed to a 

'hot' and intractable conflict when authorities interfered with its embedded clinical model. Similarly, 

underlying the 1999 Columbine High School shooting in Littleton, Colorado, United States, 

intergroup dynamics played a significant role in Eric Harris’ and Dylan Klebold’s decision to kill a 

teacher and 14 students (including themselves).  

Intergroup conflict 

According to social identity theory, intergroup conflict starts with a process of comparison between 

individuals in one group (the in-group) to those of another group (the out-group). This comparison 

process is not unbiased and objective. Instead, it is a mechanism for enhancing one’s self-esteem. In 

the process of such comparisons, an individual tends to: 

 favour the in-group over the out-group 

 exaggerate and overgeneralize the differences between the in-group and the out-group (to 

enhance group distinctiveness) 

 minimize the perception of differences between in-group members 

 remember more detailed and positive information about the in-group, and more negative 

information about the out-group 

Even without any intergroup interaction (as in the minimal group paradigm), individuals begin to 

show favouritism towards their own group, and negative reactions towards the out-group. This 

conflict can result in prejudice, stereotypes, and discrimination. Intergroup conflict can be highly 

competitive, especially for social groups with a long history of conflict (for example, the 1994 

Rwandan Genocide, rooted in group conflict between the ethnic Hutu and Tutsi). In contrast, 

intergroup competition can sometimes be relatively harmless, particularly in situations where there is 

little history of conflict (for example, between students of different universities) leading to relatively 

harmless generalizations and mild competitive behaviours. Intergroup conflict is commonly 

recognized amidst racial, ethnic, religious, and political groups. 
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The formation of intergroup conflict was investigated in a popular series of studies by Muzafer 

Sherif and colleagues in 1961, called the Robbers Cave Experiment. The Robbers Cave Experiment 

was later used to support realistic conflict theory. Other prominent theories relating to intergroup 

conflict include social dominance theory, and social-/self-categorization theory. 

Intergroup conflict reduction 

There have been several strategies developed for reducing the tension, bias, prejudice, and conflict 

between social groups. These include the contact hypothesis, the jigsaw classroom, and several 

categorization-based strategies. 

Contact hypothesis (intergroup contact theory) 

In 1954, Gordon Allport suggested that by promoting contact between groups, prejudice can be 

reduced. Further, he suggested four optimal conditions for contact: equal status between the groups 

in the situation; common goals; intergroup cooperation; and the support of authorities, law, or 

customs. Since then, over 500 studies have been done on prejudice reduction under variations of the 

contact hypothesis, and a meta-analytic review suggests overall support for its efficacy. In some 

cases, even without the four optimal conditions outlined by Allport, prejudice between groups can be 

reduced.  

Superordinate identities 

Under the contact hypothesis, several models have been developed. A number of these models 

utilize a superordinate identity to reduce prejudice. That is, a more broadly defined, ‘umbrella’ 

group/identity that includes the groups that are in conflict. By emphasizing this superordinate 

identity, individuals in both subgroups can share a common social identity. For example, if there is 

conflict between White, Black, and Latino students in a high school, one might try to emphasize the 

‘high school’ group/identity that students share to reduce conflict between the groups. Models 

utilizing superordinate identities include the common in-group identity model, the in-group 

projection model, the mutual intergroup differentiation model, and the in-group identity model. 

Similarly, "recategorization" is a broader term used by Gaertner et al. to describe the strategies 

aforementioned.  

Interdependence 

There are also techniques for reducing prejudice that utilize interdependence between two or more 

groups. That is, members across groups have to rely on one another to accomplish some goal or task.  
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Check Your Progress-2 
 

1) Discuss the role of informal groups in management.  

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………… 

2) How would you manage group productivity?  

 

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

1.9 Summary 

In this Unit, we discussed how groups represent an important dynamic input into organisational 

behaviour. Group formation and types of the groups in the study of an organisation. Members in an 

organisation form into groups for satisfying their security, social and esteem needs. We have also 

come across the concept of formal and informal groups which are especially important in 

organisational functioning. We also discussed the role of the individuals in the group, identification, 

perceptions and various expectations of the group members. Committees not work groups in 

particular play an important role in modern organisations. Characteristics of effective work groups, 

such as group norms, group cohesiveness and group leadership were discussed and finally 

suggestions have been made about how to manage effective groups and committees. Management in 

the future must be able to understand, and whenever possible, take advantage of group dynamics of 

formal and informal groups in organisations. 

 

1.10 Self Assessment Questions 

1. Why do we call a group dynamic? Justify 

2. What are the characteristics of a group? 

3. Explain steps involved in group development 

4. Briefly explain factors effecting group behavior 

5. Explain the various types of groups and how they are formed in the organizations.  



6. Take a few examples of groups you are familiar with in your own operational area and explain 

their positive /negative contribution for the achievement group goals. 

7. As a manager how do you take advantage of the groups in your department or division? 

1.11 Key Words 

Command Groups: Formal groups that consist of managers and their direct subordinates.  

Group Building Activities: Those activities that allow the group to maintain itself by helping to 

satisfy members’ needs and by encouraging cooperation among 

members.  

Group Cohesiveness: The extent to which group members are motivated to remain within the 

group and in consequence to behave in similar ways.  

Group Task Activities: Activities performed within the organisational structure by the individuals 

rather than by management.  
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LESSON- 12: CONFLICT MANAGEMENT 

OBJECTIVES: 

The objectives of this lesson are to understand  

 The meaning and sources of conflict 

 The different types of conflicts in organisation 

 Resolution techniques for resolving conflict.  

STRUCTURE: 

12.1 Introduction 

12.2Concept of conflict 

12.3 Different views on the concept of conflict 

      12.4 Types of Conflict in Organisations:  

12.5 Sources of Conflict 

12.6 Conflict resolution techniques 

12 7Suggestions 

12 .8Summary 

12.9Self-assessment 

12.10References 

12.11Further readings  
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12.1 Introduction 

Wherever, two or more persons are involved there is a chance for arousal of conflict between 

them.It is an inevitable part of living because it is related to situations of scarce resources, 

division of function, power- relations and role differentiations. There are different sources of 

conflict and the managers have to search for different conflict resolution techniques. The 

conflict resolution techniques differ from conflict to conflict.Situation to situation, person to 

person etc., hence any organisation has to device suitable conflict resolution techniques to see 

that the conflict in future should be reduced to the minimum extent possible. 

 

12.2 Concept of Conflict: As long as organizations continue to use work teams, 

conflict cannot be avoided since it is an inevitable aspect of work teams. Conflict is an 

outcome of behaviours. It is an integral part of human life. Whenever there is 

interaction there is conflict. Conflict means expression of hostility, negative attitudes, 

antagonism, aggression, rivalry, and misunderstanding. It is also associated with 

situations that involve contradictory interest between two opposing groups. It can be 

defined as a disagreement between two or more individuals or groups with each 

individual or group trying to gain acceptance of its view over others. 

 

 Robbins (2005) has defined as ―a process that begins where one party 

perceives that another party has negatively affected, or is about to negatively affects 

something that the first party cares about‖. This is a very apt definition emphasising 

that conflcit is about perception not necessarily real hard facts. It points to the 

emotional nature of conflict, by referring to a word like ―care‖. It states that more 

than one party is involved and that there may be future component attached to it. 

 

Organizational conflict is defined as the behaviour intended to obstruct the 

achievement of some other person’s goals. Conflict is therefore a product of 

incompatibility of goals and it arises from opposing behaviours. According to Lewis, 

French and Steane (1997), conflict within an organisation is inevitable. This is a 

consequence of boundaries arising within any organisational structure, creating 

separate groups that need to compete for scarce resources. 
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12.3 Different views on the concept of conflict 

 Traditional School View of Conflict: This school views conflicts as bad for 

organizations because it is disruptive, unnatural and represents a form of deviant 

behaviour which, should be controlled and changed if the objectives of the 

organization is to be achieved. To the traditional school, conflict situations can have 

tragic consequences for some people and adverse effect on organizational 

performance. Both the scientific management approach and the administrative school 

of management relied heavily on developing such organizational structures that would 

specify tasks, rules, regulations, procedures and authority relationships so that if a 

conflict develops than these built in rules and regulations would identify and correct 

problems of conflict. General view was that conflict indicates a malfunction with in a 

group and must be avoided. This view proposed that very little value ever stemmed 

from conflict Robbins (2005) called this the traditional view.  

 

 Human Relation school view of Conflict: According to this similar theory that 

conflict is avoidable by creating an environment of goodwill and trust. Management 

has always been concerned with avoiding conflict if possible and resolving it soon if it 

occurs.  

 

 The Inter actionist school view of Conflict: Townsend (1985) sees conflict as a sign 

of a healthy organization up to a point. A good manager according to him, does not 

try to eliminate conflict, he tries to keep it from wasting the energies of his people... if 

you are the boss and your people fight you openly when they think you are wrong, 

that’s healthy.  

 

 Integrationist school view of Conflict: This is the most recent perspective and 

explicitly argues that some conflict should not only be seen as good or bad but rather 

that some conflict is absolutely necessary for a group to perform effectively  

 

Activity- 1 You are asked by your boss either to accept a job transfer to another town in an 

undesirable location or to have your job terminated. State the type of conflict with your 

explanation_________________________________________________________________
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___________________________________________________________________________

___________________________________________________________________________

_______________________________________________________________________. 

12.4 Types of Conflict in Organisations:  

 

 Interpersonal Conflict: Interpersonal conflict emphasizes the interaction of human 

factors in an organization. Here we are concerned with these factors as they appear in 

a dyadic relationship. Conflict between people can arise from many individual 

differences, including personalities, attitude, values, perceptions and other 

differences. It may be substantive or emotional or both. Two persons debating each 

other aggressively on the merits of hiring a job applicant is an example of a 

substantive interpersonal conflict. Two persons continually in disagreement over each 

other’s choice of work attire is an example of an emotional interpersonal conflict.  

 

 Intrapersonal Conflict: Intrapersonal conflict is internal to the individual (though its 

effects can profoundly influence organizational functioning) and is perhaps the most 

difficult form of conflict to analyse and manage. Intrapersonal conflict is basically a 

conflict between two incompatible tendencies. It arises when a stimulus evokes two 

different and incompatible tendencies and the individual is required to discriminate 

between these tendencies. In such a situation it is common for individuals to 

experience frustrations and to allow their conflict situation to be expressed in a range 

of behavioural strategies ranging from apathy and boredom to absenteeism, excessive 

drinking or destructive behaviour. If such behavioural consequences are to be 

avoided, then it is essential to diagnose individual perception and utilize some 

techniques that would reduce anxiety-eliciting stimuli and increase consonance 

between individual behaviour and organizational requirements. Intrapersonal conflicts 

often involve actual or perceived pressures from incompatible goals or expectations of 

the following types: Approach–approach conflict occurs when a person must choose 

between two positive and equally attractive alternatives. An example has to choose 

between a valued promotion in the organization or a desirable new job with another 

firm. Avoidance–avoidance conflict occurs when a person must choose between two 

negative and equally unattractive alternatives. An example is being asked either to 

accept a job transfer to another town in an undesirable location or to have one’s 
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employment with an organization terminated. Approach–avoidance conflict occurs 

when a person must decide to do something that has both positive and negative 

consequences. An example is being offered a higher paying job whose responsibilities 

entail unwanted demands on one’s personal time.  

 Intergroup conflict:Intergroup conflict occurs among members of different teams or 

groups can also have substantive and/or emotional underpinnings. Intergroup conflict 

is quite common in organizations, and it can make the coordination and integration of 

task activities very difficult. The classic example is conflict among functional groups 

or departments, such as marketing and manufacturing, in organizations. The growing 

use of cross-functional teams and task forces is one way of trying to minimize such 

conflicts and promote more creative and efficient operations.  

 Intragroup Conflict: Conflict that occurs within groups or teams is called intragroup 

conflict. There are two types of intragroup conflict: Task conflict and Relationship 

conflict. Task conflict is a perception of disagreement group members or individuals 

about the content of their decisions and involves differences in viewpoints, ideas and 

opinions. For example task conflict about the distribution of resources, about 

procedures or guidelines and about the interpretation of facts. Relationship conflict is 

a perception of interpersonal incompatibility and includes annoyance and animosity 

among individuals.  

 Interorganisational Conflict: Conflict that occurs between two or more organisation 

is called interorganisational conflict. Competition can heighten interorganisational 

conflict. Corporate take over’s, mergers and acquisition can also produce 

interorganisational conflict. 

12.5 Sources of conflict 

Katz identifies three sources of conflict. These are: (1) structural conflict (conflict arising out 

of the need to manage the interdependence between different organizational sub-units), (2) 

role conflict (conflict arising from sets of prescribed behaviour) and (3) resources conflict 

(conflict stemming from interest groups competing for organizational resources). Robbins 

identifies three sources of organizational conflict and indicates that an understanding of the 

source of a conflict improves the probability of effective conflict management. The main 

factors which serve as sources of conflict are identified as (1) communicational (conflicts 

arising from misunderstandings etc.), (2) structural (conflicts related to organizational roles), 
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and (3) personal (conflicts stemming from individual differences). Methods of conflict 

management which are appropriate in one case may not necessarily be appropriate when 

applied to a conflict qenerated from another source. 

In any organization, there are many causes of conflicts; however, conflicts within an 

individual usually arise when a person is uncertain about what task is expected to do, if not 

clearly defined by the supervisor or the person in charge. Furthermore, if the tasks of 

individuals working as a group are not clearly defined by the management they will lead to 

more conflicts. Conflicts between individuals may result from role-related pressures. 

Conflicts would arise between individuals and groups if the goals were not specified for 

individuals within a group. Additionally, according to the literature, there are innumerable 

origins of organizational dispute and each produces its own variety of effects. In general, 

there are six major sources: (i) the interpersonal disagreements that arise when one person is 

experiencing individual stress; (ii) the problems resulting from role conflict, a condition that 

occurs when there is a clash over one's role in the organization; (iii) the power struggles that 

pit persons and groups against one another to achieve their own selfish objectives; (iv) the 

misunderstandings and disagreements from differentiation, i.e., the clashes that arise because 

people approach common problems from very different orientations; (v) the interdependence 

requirements for collaboration which, if not extensive and balanced between the parties, 

cause communication and interaction breakdowns which, in turn, if critical, lead to more 

intensive conflicts; and (vi) the external pressures from forces outside the enterprise that 

breed internal pressures as the system seeks to adapt but not to disrupt its internal order. 

 

12.6 Conflict resolution techniques  

 Conflict resolution refers to dealing with or conflict In this paper conflict management 

will refer to both strategies and approaches of containing (managing the conflict) as well as to 

strategies and approaches of resolving it. 

All organizations, however simple or complex, possess a range of mechanisms or procedures 

for managing conflict. The success or effectiveness of such procedures can be gauged by the 

extent to which they limit conflict behaviour and the extent to which they help to achieve a 

satisfactory solution. 

Chart- 12.1  
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Techniques 

The following may be regarded as the conflict 

 Interpersonal Conflict: Interpersonal conflict emphasizes the interaction of human 

factors in an organization. Here we are concerned with these factors as they appear in 

a dyadic relationship. Conflict between people can arise from many individual 

differences, including personalities, attitude, values, perceptions and other 

differences. It may be substantive or emotional or both. Two persons debating each 

other aggressively on the merits of hiring a job applicant is an example of a 

substantive interpersonal conflict. Two persons Conflict and Conflict Management 

www.iosrjournals.org  

 Avoiding: The basic goal of the avoidence it to delay. Person would rather hide and 

ignore conflict than resolve it. This leads to the uncooperative and unassertive. Person 

tend to give up personal goals and display passive behavior creating lose-lose 

situations. Person believes it is easier to withdraw from a conflict rather than to face 

it. Avoiding strategy may help to maintain relationship that would be hurt by conflict 

resolution and very effective way to affront conflictive situations at short term. 

Disadvantage may be conflict remain unresolved, overuse of the style leads to others 

walking all over them. Appropriate time to use this style when stakes are not high or 

issues is trivial, when confrontation will hurt a working relationship, when there is 

little chance of satisfying your wants, when disruption outweighs the benefit of 

conflict resolution, when gathering information is more important than an immediate 

decision, when others can more effectively resolve the conflict and when time 

constraints demand a delay. 
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Activity- 2 You are a senior manager in an organization. You are getting repeated requests 

from one of your employee about permission to avail leave without sufficient reason. The 

employee is getting irritated, how would you resolve this conflict with 

employee___________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

_____________________________________________________________________. 

 Smoothing: Smoothing refers to the conciliation that occurs when one person or 

group is willing to yield to the other. Smoothing results from a low concern for ones 

group own interests combined with a high concern for the interest of other group. 

Smoothing conflict management style emphasis on human relationships. Individuals 

ignore their own goals and resolve conflict by giving in to others because they see the 

relationships as of the greatest importance while their own goals are of the least 

importance. Individuals smooth over the conflict out of fear of harming the 

relationship—their unassertive and cooperative behavior creates a win/lose situation 

want to be accepted and liked by others. 

 Forcing: It designates a situation in which one person or group attempts to acquire 

complete dominance. Individual do not hesitate to use aggressive behaviour to resolve 

conflict. Individual assume that conflict is settled by one person winning and one 

person losing and they want to be the winner and creating a win-lose situation. 

Winning gives a sense of pride and achievement. Losing gives a individual a sense of 

weakness, inadequacy or failure. If individual decision is correct a better decision 

without compromise can result. If individual decision is incorrect may bred hostility 

and resentment toward the person using it. 

 Confronting: Confronting style refers to strong cooperative and assertive behaviour. 

It is the win-win approach to interpersonal conflict handling. The person using 

confronting desire to maximize joint results. An individual who uses this style tends 

to see conflict as natural, helpful, and leading to a more creative solution if handled 

properly. Exhibit trust in others and conflict is resolve to the satisfaction of all. 

Confronting style is most practical to find an integrative solution when both sets of 

concerns are too important to be compromised, when objective is to learn, to gain 

commitment by incorporating concerns into a consensus and to work through feelings 

that have inferred with a relationship. 
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 Bargaining and negotiations :It is impossible to avoid conflict in organisation 

therefore it is require to manage conflict so it become constructive and functional. 

Through bargaining and negotiations strategic conflict can be managed. The process 

of negotiation involves an open discussion of problem solutions and the outcome 

often is an exchange in which both parties work toward a mutually beneficial 

solutions. 

 

Table- 12.1  

 

Soft Bargaining 

 

Hard Bargaining  

 

Principled Bargaining 

Both parties have friendly 

relation. 

Both parties are competitive Both parties are problem 

solver  

 

Environment of trust.  

 

Environment of district 

Absence of trust and distrust  

 

Both parties exchange offer 

 

Both parties give3 threat 

Both parties work towards 

mutual benefit. 

Third parties  

When the disputants are unable or unwilling to handle the conflict, third parties are 

apt to become involved and expected to assist in the conflict resolution. There are four 

types of third party negotiator: 

Activity-3 There is an issue of conflict with your boss none of you are interested to face each 

other for an amicable solution. How would you like to resolve this 

conflict_____________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

______________________________________________________________________. 

 Mediator: Mediation is the most common form of conflict resolution. It involves an 

independent, impartial person helping two individuals or groups reach a solution that 

is acceptable to everyone. Mediation is not prescriptive. It helps the parties involved 

to make progress in resolving their differences. It does not make judgments or 

determine outcomes. Mediators do not have any formal authority. Success of 

mediation depends on both parties level of trust on mediator.  
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 Arbitrator: Arbitrator can employ any techniques or strategies used by a mediator. 

Arbitrator has option of dictating the solution o the conflict.  

 

 Conciliation and Consultation: Rather than mediating or arbitrating the third party 

can provide conciliation (James, 1987; Robinson &Parkinsion, 1985; Webb 1986) or 

consultation (Fisher). These both are less formal than mediation or arbitration and are 

more voluntary. There is evidence that consultation (Fisher, 1990) and conciliation 

(Blain, Goodman, Lowenberg, 1987; Trip, 1985) do help to manage conflict. Because 

of their non-assertive nature.  

 

12.7 Suggestions 

1. Establish formal procedures – for dispute resolution, grievances and disciplinary issues 

2. Explain plans – link individual performance targets to the overall business plans so 

everyone feels involved. 

3. Listen – consultation is the key to involving employees in decision-making 

4. Reward fairly – pay is seldom far from people’s minds 

5. Work safely – think about use of computers, smoking, stress and drugs as well as noise, 

dust and chemicals. 

6. Value employees – how would most employees describe the culture within the 

organisation? 

7. Encourage initiative – think about job design and developing individuals 

8. Balance personal and business needs – Flexible working patterns help to improve the 

work-life balance of employees and the effectiveness of the business. 

9. Develop new skills – It is worth thinking about Invest in People (IIP) to promote 

training and communication. 

10. Build trust between employee representatives and management – do relationships add 

value to the organisation by working effectively to respond to change. 

11. Efforts should be made by the managers to occasionally stimulate conflict by 

encouraging divergent views and rewarding staff and unit/department for outstanding 

performance. 

12. Proper communication procedures should be put in place to resolve conflict. For 

instance, when any disagreements arise among the employees, it should be reported to 

the management and then management should get statements from the parties involved, 

brainstorm the issue and make recommendation on how to resolve the conflict. 
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13. Efforts should be made by the management to organize seminars/workshops on 

organizational conflict management from time to time for the employees. This will 

enable employees learn about conflict and how it can be effectively managed for 

individual and organization effectiveness. 

14. Lastly, group interaction and activities should be followed up so as to ensure a degree 

of functionality compatible to conflicts. Positive conflicts will only be possible if 

particularities of the organization are analysed. 

 

12.8 Summary 

 

Origination is social units divided into hierarchies and departments and individuals. 

Comparisons, Competition and conflicts between units and subunits always present in 

organisation. Conflict is omnipresent feature at each of the organisational levels. Conflict 

may be functional or dysfunctional consequences, it is essential for management to explore 

various methods and techniques of conflict management. Wide range of conflict management 

intervention can be utilized to deal with conflict at various organizational levels. 

Organizations should develop diverse but appropriate strategies to resolve and manage 

conflicts as they arise before escalating to unmanageable level. 

 

12.9 Self- assessment questions 

1. Define conflict what are the different views relating to conflict. 

2. Explain various sources of conflict. 

3.  What are the different types of conflict 

4. Give a brief account of different conflict resolution techniques 

5. How conflicts can be reduced in future, give suggestions. 

 

Multiple choice questions 

1.  The type of conflict which is internal to the individual is called  ( ) 

a. Inter personal conflict       b. Intra personal conflict 

c. Inter departmental conflict   d. Intra group conflict 

      2.  The type of conflict that takes place between two persons in known as  ( ) 

 a. Intra personal conflict        b. Inter personal conflict. 

 c. Inter departmental conflict        d. Inter group conflict 
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     3. Conflicts that occurs two or more organisations is called    ( ) 

 a. Inter group conflict                     b. Inter organisational conflict 

 c. Intra group conflict         d. Intra organisational conflict 

     4. One of the conflict resolution techniques which tends to delay the  

           Decision is called                   (          ) 

a. Avoiding           b. Smoothing  

c. Forcing     d. Confronting  

     5. The conflict management technique which emphasis on human relationships 

 is known as          ( ) 

a. Forcing           b. Smoothing 

c. Confronting    d. Avoiding 

     6. Win- win approach to conflict resolution is called     ( ) 

 a. Forcing          b. Confronting  

 c. Avoiding          d. Smoothing     
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LESSON-13: INTER- GROUP BEHAVIOUR AND COLLABORATIONS 

Objectives 

After going through this lesson, you should be able to: 

1. To know how the Groups are formed, reasons behind formation of Groups. 

2. To identify how many different types of Groups are there. 

3. To identify different stages of Group Development. 

4. To identify Cooperation, Competition and Conflict in Inter-Group Behavior. 

5.  To know three forms of identities which impacting the extent of collaboration 

between groups. 

Structure 

13.1 Introduction  

13.2 Formation of Groups 

 13.2.1 Why Groups Are Formed? 
 13.2.2 Reasons for Group Formation 

 13.2.3 Types of Groups 

  13.2.3.1    Formal Groups 
  13.2.3.2    Informal Groups 

 13.2.4 Stages of Group Development 

13.3 Inter Group Behavior 

  13.3.1 Cooperation 
  13.3.2  Competition 

  13.3.3  Conflict 

13.4 Inter-Group Collaborations 
  13.4.1 Collaboration Meaning 

  13.4.2 Collective identity in the context of intergroup Collaboration 

  13.4.3 Frame Collaboration as the Solution to Group Needs 
13.5 Summary 

13.6 Self-Assessment Questions 

13.7 Further readings 

 

13.1 INTRODUCTION 

Groups are a great way to increase member engagement and enable members to find 

other members with similar interests. We have seen that social needs are among the most 

powerful and compelling on-the-job motivations. The people who make up organizations 

behave as members of groups, and their membership helps shape their work behavior and 

attitudes toward the organization and the job. Groups may exercise far stronger control over 

their members than does management. Since management can achieve its ends only through 

working with people, it must also work through groups. But before considering the problems 

of supervising groups, we must first understand why groups develop and how they function. 

  The human group is a formidable force in modern organizations. Small groups are 

found in all types of organizations. They are essential mechanisms of socialization and a 

primary source of social order. They perform an important mediating service between the 

individual and the larger society. Again, understanding group behavior and the properties of 
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groups is necessary to being both a good manager and an effective member of groups. When 

managers understand the nature of human behavior in organizations, they can use the group 

more effectively in achieving the goals of the organization and of the employees. 

 A group is a collection of two or more people who interact with each other, are 

interdependent on each other for a common purpose and perceive themselves to be a group’. 

This definition reveals the following features: 

 Two or more persons: For a group to exist, it must have at least two members. The 

members are all dependent on one another. In a work situation, each individual is 

aware that the overall job cannot be achieved without assistance from others. 

 Interactions: Each member must interact with one more member of the group at least 

occasionally. Some form of communication must take place, i.e., either face-to-face, 

over a telephone, or through a computer network. 

 Reasonable size: Groups could grow to any size. However, from an organizational 

point of view, we are concerned with groups of reasonable size. It is difficult for 

group members to interact with each other closely, when the size grows beyond a 

manageable number. 

 Shared goal interest: Members of a group must have some common goals or shared 

interests. They need not agree to all the purposes of a group. If a group has a variety 

of goals or interests, each member of the group must share at least one of the group’s 

interests. 

 Collective identity: Each member of the group must believe that he is a member of 

and is a participant in some specific group. It is the awareness of each other that 

clearly differentiates a group from a mere collection of persons (passengers in railway 

compartment, students in a class, customers in a departmental store, etc.). 

 A group may, thus, be defined as two or more individuals interacting and 

interdependent, who have come together to achieve particular objectives. The term “group 

dynamics” is concerned with the interactions and forces among group members in a social 

situation. More specifically, it refers to the i) nature of the groups, as to how they are formed, 

ii) what their structures and processes are, iii) how they function and affect individual 

members, other groups and the organization. 

 Groups are an essential part of organizational life. They are found in all types of 

organizations. Sometimes, when they work with zeal, enthusiasm and commitment, 

accomplishment of goals becomes easy. Organizations scale to new heights. But most of the 

time, members of different groups seem to work to further their own narrow, self-interests 

with disastrous consequences. They spread rumors, indulge in gossip, spread juicy bits of 

news about others with reckless ease and do not hesitate to cut each other’s throat, when 

confronted with trade union links, provoke gullible employees to the point of breakdown, 

even on trivial issues-just to show their brutal strength. Organizations, therefore, require 

managers with excellent communication and interpersonal skills to handle such warring 

groups-who seem to be fighting always for space, resources, promotions and what not. 

Groups, of course, help people to move closer to each other. They offer an excellent means to 
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share emotions, feelings and concerns. They can convert work into fun through camaraderie. 

When handled properly, to cut short a long argument, groups can inspire members to rise to 

the occasion and achieve the impossible. 

Activity 1 

You would have come across various groups in your college days/organization.  Describe 

what you could understand of groups.  Try to analyse how and why the groups have formed 

their interests and constraints. 

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

……………………………………………………………………………………................. 

 

13.2 FORMATION OF GROUPS 

13.2.1 Why Groups Are Formed? 

1. Companionship 

Psychologists may argue about whether man is born with the need for society or acquires 

it early in life; yet the need for relationships with other people is one of the strongest and 

most constant of human drives. 

As we have discovered, many jobs call forth only a small fraction of a person’s total 

abilities. To management he may be just another unit of labor or a time-clock number; to his 

friends on the job he is an individual. To these colleagues an employee can be himself and 

express his true feelings. 

Research indicates employees who have no opportunity for close social contact find their 

work unsatisfying, and this lack of satisfaction often reflects itself in low production and high 

turnover and absenteeism. Many years ago Elton Mayo observed that employees in a textile 

plant who worked at isolated jobs were highly dissatisfied and consistently failed to meet 

production standards. Staggered rest periods helped a little. But when the company permitted 

these workers to take rest periods as a group, production and satisfaction both increased. 

Another company, where the girls worked in small, isolated booths, had the same experience. 

When management put glass partitions between the booths, the rate of turnover and the 

number of grievances both dropped sharply. Similarly, researchers in hospitals have 

discovered that maids feel uncomfortable when they work only in the company of high-status 

personnel (doctors, nurses, etc.) with whom they cannot associate with ease. Several hospitals 

have found that when three or four maids are grouped together as a team, turnover falls and a 

much better job is done. 

2. Identification 
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The difference may be subtle-but people want more than just to have friends, they want to 

belong. One can sense that he is part of a larger organization only by indirection, but the 

shared experiences of one’s immediate colleagues are among the most meaningful and potent 

sources of job satisfaction. 

Eg:- Extensive studies during World War II indicated that soldiers’ willingness to show 

bravery and make sacrifices was correlated not with loyalty to country or understanding of 

the war issues, but with loyalty to the immediate group. In other words, men committed acts 

of heroism that were motivated largely by the desire not to let their buddies down. 

Having learned this lesson, the army abandoned its system of bringing individual 

replacements into combat units and instead began rotating units as a whole. 

During the same war the rapidly growing West Cost aircraft industry was troubled by 

extremely high turnover. No sooner was a worker partially trained than he quit. Research 

indicates that this pattern was associated with the absence of stable work groups. Since new 

employees never became part of a stable group, they developed no loyalty to the group and 

either quit or asked for a transfer at the slightest dissatisfaction. 

Other studies indicate that smaller groups tend to enjoy higher morale. Employees 

working in large departments where everybody does the same job find it hard to form stable 

social groupings and often have low morale. Many companies with large secretarial pools are 

putting up waist-high barriers on the office floor to encourage the development of social 

groups and team spirit. 

3. Understanding from Friends 

The daily work routine is rich in opportunities for frustrations and tension. Whether we 

are harassed by an overbearing customer, an obstreperous type-writer, or a picayune 

inspector, we all seek a sympathetic ear, preferably from someone who has had similar 

experiences and can thus share and understand our troubles. Organizations that lack this 

outlet sometimes rely on the clumsy and expensive system of employee counseling, in which 

outsiders “hear out” employee troubles. 

4. Guide To Acceptable Behavior 

Whenever we are thrown into a new social situation, we are uncertain about how we are 

expected to behave. Our work days are filled with ambiguous situations. How much time 

should I take for a coffee break? Is it all right to talk to fellow employees while the boss is in 

the room? Must all copy be shown to the advertising manager? Even where there are 

established rules, one question remains: Is everybody expected to live by the letter of the 

law? Most employees don’t want to violate the generally accepted “rules of the game”; at the 

same time they don’t want to conform to restrictive rules that everyone else ignores. They 

want to know the “right” thing to do. The group fills an important need by providing all its 

members with a kind of “guide to correct behavior”-correct not in terms of any written 

policies, but in terms of what is actually acceptable. 
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5. Opportunities for Initiative and Creativity 

Many jobs which appear superficially dull and routine are made more interesting by the  

individual ingenuity and spontaneity encouraged and protected by the group. Although it may 

appear to the casual observer that management has defined a rigid series of job requirement, 

work groups provide a setting which spurs the individual to modify the job situation more to 

his own liking: 

Extra work breaks can be obtained because employees spell one another. Unpleasant 

tasks assigned to one man can be rotated or shared by group agreement. 

Clever techniques for “beating” a difficult incentive formula can be worked out with the 

collusion of fellow group members. 

The key point here is that all of these new activities take initiative and energy. Thus, on 

jobs which appear to require little of either, an outlet can be found in the informal 

modifications of the environment that are sanctioned by the group. 

6. Help in Solving Work Problems 

A new sales clerk may not be sure about how to handle a complicated problem of 

returning some merchandise. A lab technician may be hesitant about asking his boss to repeat 

instructions, yet he is afraid that he may ruin the experiment unless he receives additional 

information. In each case the employee turns to his fellow workers for assistance, often 

preferring this source of help. 

The group’s solution to a problem may differ from what management expects, and it may 

even be more efficient. Red tape is eliminated; shortcuts are evolved; informal channels of 

communication are established to cut across department boundaries. By the same token, work 

groups may also engage in featherbedding and work-restriction. 

Certain jobs can be done by isolated workers, but working as a group often results in 

higher individual motivation and a faster work pace. Some groups observe regular rituals 

(such as a coffee break when a given task is done) which serve to emphasize the group nature 

of the task. Even schools are experimenting successfully with teaming students together 

rather than allowing each pupil to work alone or wait his turn to recite. Team members 

provide mutual help which increases the rate of learning. 

Obviously, in most cases management must take the responsibility of making specific 

work assignments, but there are work situations in which a cohesive group can do a better job 

of fitting individual personalities to the work process and making expedient job assignment 

changes as new problems arise. The manager’s decisions, since they must encompass a 

longer time period, are often less flexible and timely than the group’s. 

Where the technology imposes extreme interdependence, and precise and instant 

coordination is required, for example in military fighting crews, the organization depends on 

the group to control and specify the individual’s contribution to the total effort. 
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7. Protection for the membership 

Groups help protect their members from outside pressures. As we shall discuss later on, 

groups often resist management demands for additional out-put, longer work hours, and 

higher quality. Most dynamic organizations have a tendency to introduce changes in work 

methods and routines at a faster rate than the individual can adjust to them. The pace at which 

these changes are introduced can be materially altered by a determined work group. 

Without a sense of group allegiance, individual workers may behave in ways that will 

injure their fellow workers. The work group often disciplines members who try to earn the 

supervisor’s favor by “squealing” on fellow employees or by turning out too much work, or 

who fail to help their fellow workers on the job. 

A market-analysis office was required to prepare reports for top management. As time 

passed, the men made these reports increasingly elaborate, using colored graphs, 

photographic reproductions, and ever-more detailed data. Some of this window-dressing had 

real value, but most of it was designed to catch the boss’ attention. At last, the men realized 

that they were spending tremendous amounts of uncompensated overtime in their efforts to 

outdo one another. Finally, they got together and agreed on standards to limit their 

competitive efforts. 

In some groups the members actually agree on the level of output each will put forth 

so that no one member will out-perform the others. 

The most common target of group power is the immediate manager. Most managers 

are quick to recognize that although they have the authority to make a wide range of 

decisions, to make certain decisions would be downright foolhardy. The members of the 

group can express their displeasure by cutting down their work pace, sabotaging the work 

(discreetly, of course, so that blame will be hard to place), or making their boss look inept to 

his own superiors. 

13.2.2 Reasons for Group Formation 

The reasons for group formation may be listed, thus: 

1. Warmth and Support: Groups provide warmth and support to individuals. Man 

needs others to feel fulfilled. When individuals are “solitaries” lacking that warmth 

and support, they suffer. Aloneness leads to a degree of insecurity. In fact, the 

harshest punishment that can be given to a prisoner in the US Penal System is to be 

put in solitary confinement for a given period of time. Elton Mayo observed that 

employees who are isolated from each other because of plant layout find their jobs 

less satisfying than those group members who are able to socialize on the job. 

2. Power: “In numbers, there is strength.” Being a member of a group, therefore, helps 

individuals to acquire a certain amount of power, which is difficult if not impossible 

to attain alone. Membership in a union, for example, provides workers with the 

bargaining strength that they lack as individual employees. 
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3. Security: The work group is a source of great strength and security to members who 

feel threatened by the concentrated power and influence in the hands of the employer. 

When people get organized, there is very little room for arbitrary actions, partisan 

views and oppressive policies. 

4. Recognition: The work group is a primary source of recognition and esteem for many 

individuals. It gives an individual, recognition, status and a stimulating chance to 

relate to others. Joining a high status group can help an individual acquire esteem in 

the eyes of persons outside the group whether or not he is a distinguished member of 

the group. Group membership provides innumerable opportunities for recognition and 

praise that are not available outside the group. 

5. Proximity: Another important reason for group formation involves the proximity of 

people to each other. The proximity makes it possible for people to learn about the 

characteristics of others and offers an excellent opportunity to exchange thoughts, 

ideas and attitudes regarding on and off-the-job activities. This leads to mutual 

interaction (relieves boredom) and helps in establishing and stabilizing perceptions of 

the work place. 

6. Goal accomplishment: Another reason as to why a person joins a group, is his 

feelings that the group can help him accomplish goals. Organizational tasks demand 

cooperative effort of a number of people. The formal or informal group can be 

extremely useful in solving specific work-related problems or in preventing the 

individuals from commiting mistakes on the job. 

Groups perform three functions that are important to an enterprise’s success. 

a) Socialization of new employee: The work group teaches the new employee the work 

norms, that is, how to behave at work. It orients and educates the new employees into 

the enterprise’s work rules and norms and helps him understand the limits of his own 

behavior. 

b) Getting the job done: The work group teaches the employee how to cope with the job. 

Truly speaking, it is the organization that provides the necessary training for 

employees to do the job, but in practice it is the work group within the organization, 

that helps the employees learn how to interact with the rest of the organization and 

how to get the job done. 

c) Decision-making: Well established groups that are operating effectively can 

contribute to organizational members by turning out better decisions. Two heads are 

better than one. 

13.2.3 Types of Groups 

There are many different kinds of groups and many different ways of classifying them. 

This section will concentrate on the formal and informal groups that exist in 

organizations. 

13.2.3.1 Formal Groups 
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These are established by the organization to accomplish specific tasks. They are 

deliberately created under formal authority. A hierarchy of authority structure is created 

to govern their behavior and roles. Rules, regulations, incentives and sanctions guide the 

actions of members. Formal groups (such as board of directors, executive committee, etc.) 

may be classified into two categories: Command group and Task group. 

 Command group: A command group consists of subordinates who report to a 

common superior. A university vice chancellor and respective college principals, a 

head nurse and respective floor nurses, a first-line supervisor and respective 

assembly-line workers are all command groups. These command groups are a 

permanent part of the organization structure. Even if a particular supervisor or 

subordinate leaves the group, the group itself remains intact. 

 Task group: A task group consists of employees who work together to complete 

a particular task or project, (which is non-routine in nature) but who do not 

necessarily report to the same supervisor. For example, in many organizations 

there is a safety and accident committee. This committee consists of individuals 

from different departments and divisions who co-ordinate the development of 

safety rules and monitor compliance with those rules. Being a member of a task 

group is not a full time assignment; it is a work assignment that temporarily takes 

individuals away from their command groups to work on a common problem. 

A task group may often take the shape of a committee, task force, or project 

group. Although these terms are often used interchangeably, a distinction can be 

made among them. A committee is a group of employees whose purpose is to 

exchange information, advise management, or even make some decision. A task 

force is usually created to tackle a specific problem; it is more action-oriented 

than a committee. A project group is similar to a task force, but the former tends 

to last longer than the latter. 

 Project group: A project group consists of individuals from many different areas 

or backgrounds. The group’s purpose is to attain its objective within 

predetermined time, cost, and quality limits, after which the group is disbanded 

and everyone goes back to his or her regular department. Project groups are often 

used in building spacecraft, skyscrapers, bridges, and ships. They have also been 

employed in designing new products and solving particularly complex problems. 

 Committee: A committee is a group of people working together to solve a certain 

problem. It investigates, analyses, and debates that problem and, then makes a 

recommendation. Committees usually have only advisory authority. 

Recommendations resulting from their efforts are typically sent to managers who 

are responsible for implementing them. Most committees are adhoc in nature and 

as such go out of existence after they have finished their assignment. Some, 

however, are standing committee, such as the board of directors, in which case 

they continue to exist indefinitely. 

13.2.3.2 Informal Groups 



9 
 

 Informal groups are those in which membership is voluntary; they evolve gradually 

among employees with common interests. For instance, in many companies the female 

employees get together once or twice a month to discuss the particular challenges or 

problems they are facing in their jobs. A group of clerks in a bank might also constitute 

an informal work group. They might meet for lunch regularly to discuss common 

problems or to share work-related information. Employees may be members of several 

information groups.  

Informal groups may be classified into three categories: 

 Friendship groups: Friendship groups are associations of people who like each 

other and like to be together. They are formed because, members have something 

in common, such as social activities, political beliefs, religious values, or other 

bonds of attraction. Friendship groups in organizations, often, extend their 

interactions to off-the-job activities, such as bowling leagues, softball teams and 

bridge clubs. 

 Interest groups: Individuals who may not be members of the same command or 

task group may affiliate to achieve some mutual objective. Employees grouping 

together to present unified front to management for more benefits and waitresses 

pooling their tips are examples of interest groups. Also, the objectives of such 

groups are not related to those of the organization but are specific to each group. 

 Reference groups: It is a group to which and individual would like to belong-

those he identified with. An example would be a prestigious social group of 

cricketers, actors, actresses, etc. People generally use it to evaluate themselves, 

where they stand when compared to others. Reference groups help us justify and 

legitimize our attitudes and values, and help us evaluate what we do by comparing 

ourselves to others. 

 

13.2.4 Stages of Group Development 

Once a group is formed, it goes through certain phases to become a functioning group. 

When people are thrown into a group to perform a task, the group is not expected to 

function like a well oiled machine right away. It will take time for them to get acquainted, 

resolve any differences, and then develop productive relationships. B.W.Tuckman has 

suggested four phases of group development: 

 Forming stage: The first stage in group development, characterized by much 

uncertainty. 

 Storming stage: The second stage in group development, characterized by 

intragroup conflict. 

 Norming stage: The third stage in group development, characterized by close 

relationships and cohesiveness. 

 Performing stage: The fourth stage in group development, when the group is 

fully functional. 



10 
 

In addition to these stages there is another one stage. 

 Adjourning stage: The final stage in group development for temporary groups, 

characterized by concern with wrapping up activities rather than performance. 

 

Activity 2 

Have you ever been a part of a formal group or an informal group? If not, assess why? If yes, 

try to construct a write-up about your group objectives, functioning, experiences, etc,. 

Discuss with your peer group. 

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

……………………………………………………………………………………................. 

 

13.3 INTER GROUP BEHAVIOR 

 So far, our concern has been with the group as a unit. What are the interactions, 

processes and patterns within a group, and how members interact to generate effectiveness or 

otherwise, have been emphasized. We will now turn our attention to another aspect of group 

life and that is what happens when two or more groups interact with each other. What 

influences their behavior and what consequences follow from their interaction will help us to 

understand the total organization. 

 Most organizations have several identifiable groups working, most often together, to 

achieve the overall goals of the organizations. Thus, one can identify such groups as 

production, marketing, finance, personnel, research and development, and so on. Not only 

this, one could identify several sub-groups within each one of these larger groups. For 

material handlers, inventory control, maintenance men, and quality control men, etc. 

Similarly, personnel unit may have industrial relations group, training group, welfare 

activities group, selection and promotion groups, and personnel policy group. What happens 

when these groups or their sub-groups are brought together? What patterns of behavior 

emerge when they come in contact with each other, and how could these be managed to 

achieve the overall effectiveness of the organization? 

 Sharma (1985) cites a study where the two warring department heads along with their 

teams were made to spend eight to ten hours to experience constructive criticism and problem 

solving orientation in order to reduce their intergroup difference. Initially, when groups were 

asked to identify activities that both groups indulged in to hamper each others activities, the 

following comments were heard. 

What do they do that hampers our work? 
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1. Low receptivity to our suggestion 

2. No timely feedback on changes and corrective action. 

3. Less respect for our decision. 

4. Low assistance on follow up 

5. Our errors are communicated to us directly 

6. Feeling of retaliation rather than cooperation. 

What do we do that hampers their work? 

1. Supply inadequate information 

2. Believe in hearsay 

3. Contest their decision 

4. Highlight their deficiencies 

5. Insist on procedures, etc. 

 Given the situation as above the intergroup tension was reduced by group sessions 

which emphasized internalization and ownership of action plans jointly agreed. 

 When two or more groups are brought together either by design of by natural 

circumstances, they exhibit a variety of behavior. Some of these were discussed and 

identified in a series of classic studies by Sherif (1967). In the literature these studies are 

known as “Robber Cave Experiments”. 

 During a summer camp, boys were allowed to move freely and maked friends. Then 

they were divided into two groups making sure that two-third of their best friends were in the 

other groups. During this phase they engaged themselves in various interdependent activities. 

It was observed that they divided tasks among themselves, took different responsibilities, 

developed certain norms of behavior, and assumed roles of leadership. This happened in both 

groups independent of each other. In the third phase of the research, the two groups were 

brought together and were introduced to competitive activities. It was noticed that the groups 

indulged in name calling, and hostile behavior against the other group. The question faced by 

the researcher was now how to resolve the conflict between the two groups. 

 Several methods were tried out. Such attempts as sharing a common dining table, 

leaders’ submits and listening to the same sermon together did not seem to bear any fruit. The 

conflict persisted and the feelings became stronger. Finally, when the super-ordinate goals 

were introduced they were able to resolve conflict through cooperative efforts. Super-ordinate 

goals refer to the tasks and activities that required the coordinated efforts of both the groups 

and were equally important to them. They are called super-ordinate because they are over and 

above the individual goals of specific groups. Examples of these goals in this particular case 

were the following. 

1. The truck that used to bring their lunch broke down and was to be pushed by a 

strength equal to the members of both the groups. 

2. A movie which both the groups wanted to see could only be had on a very high rental 

basis pooled by members of both the groups. 
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3. Leakage in the water supply line which if not repaired immediately would mean no 

water to the camp members for the next 24 hours, and so on. 

 

These examples suggest two dimensions of super-ordinate goals. Firstly, the goal should have 

some degree of attractiveness to the members of both the groups. Secondly, the two groups 

should realize that the goal cannot be achieved without the combined efforts of both the 

teams. The second dimension implies a perception on the part of groups that the goal is 

sharable. In other words, both groups can share the benefit of the attainment of the goals 

while it is fully realized that the other group has the power and capability to help or hinder 

the attainment of the goal. 

 The tasks were manipulated in such a way that the successful completion required the 

combined resources of both the groups. When a number of such activities and tasks were 

introduced. It was observed that slowly and gradually the intergroup hostility dissipated and 

an environment of cordiality prevailed. 

 Robber Cave experiments indicate the three most natural examples of intergroup 

behavior-cooperation, competition, and conflict. In the following pages we will discuss each 

one of them briefly. 

13.3.1 Cooperation 

Cooperation refers to working together for mutually accepted goals. These goals can be 

identical or different. In case of different goals the resultant satisfaction justifies the 

cooperative behavior. The following conditions lead to cooperative behavior. 

a. As indicated above mutual acceptance of goals is a necessary condition for 

cooperation to take place. These goals need not be identical. 

b. Interdependence on each other to achieve the mutually accepted goals is also an 

important condition for groups to cooperate. 

c. For effective cooperation to take place information sharing is absolutely important. 

Unless the production group shares the information about those aspects of the product 

that might have an edge on the competitors, the marketing group may not be able to 

sell the products. Similarly, unless the marketing group shares the information 

concerning what the consumers want, production people may not be able to produce 

the right kind of products. 

d. High degree of ambiguity in either roles or tasks often leads to cooperative behavior 

among the groups. Lack of role/task clarity leads to the unpredictability of the 

outcome and hence, other groups are engaged to support and control the task 

outcome. 

e. Cooperation results from the initiative taken by one group to cooperate with the other. 

This is a kind of a risk that the group takes and hence, we can say that cooperation 

results from the risk taken by one group. The risk element is involved because the 

other group may or may not reciprocate. 



13 
 

f. Cooperation also takes place because one group realizes that the other group has the 

power to contribute to the task and that without its contribution the task may not be 

completed. It is, thus, the perceived power of the other group that contributes to the 

cooperative efforts. 

g. Cooperation between groups is also influenced by the openness in communication 

among the members of the group and the ability of the members to pressurize deviants 

to conform to group norms. The greater the openness in communication and the 

greater the ability to seek conformity from members, the more cooperative the group 

behavior. 

h. Finally, there is some evidence to suggest that proximity may be conducive to 

cooperative behavior among the group. For example, Deutsch and Collins (1957) 

found that 53 per cent of white housewives living in the interracial public housing 

project favoured the policy of racially integrated housing projects for the city as 

compared to 5 per cent of white housewives living in segregated localities. The 

explanation seems to lie in greater excess to others behavior and as a result the critical 

evaluation of the validity of one’s own long held beliefs and stereotypes. 

13.3.2 Competition 

  Competition seems to take place when groups try to secure a greater-than-equal share 

of awards, resources, tasks, roles, etc. The implication is that these are limited in quantity and 

securing them is always at the cost of others. The loss of one group is the gain of the other. 

Another  interpretation of competition could be two groups making independent efforts to 

achieve the same goal, e.g. two sales units competing to increase their sale in their respective 

territories to improve the overall sales of the organization. 

 Although some societies are known to be competitive, in general, competition is not a 

way of life in organized life. Conditions under which groups compete are numerous and often 

contradictory. How-ever, the following seem to be predominantly present in most 

competition situations: 

(a) As suggested earlier, when the goal is clear and two groups are interested in achieving 

it, competition may take place to secure the goal. Thus, both production and finance 

departments may make a strong case to secure more personnel to contribute to the 

overall goal of the organization. Similarly, two organizations may compete with each 

other to get a permit, supply of raw material, or loan for borrowing technical know-

how from others, to produce and promote the same product. 

(b) Competition also involves the realization on the part of one group that the other group 

has equal power and can achieve the goal on its own, if left alone. Since the goal is 

equally important for both the groups there is an implied threat that the other group 

will achieve it if nothing is done about it. As a result, one of the groups will be 

deprived of the satisfaction of achieving it. So competition is introduced to make the 

achievement of the goal difficult for the other group or alternative saying “at least we 

tried”. 
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(c) Sometimes excess competition is noticed among groups which find their task 

uninteresting and unchallenging. Energies that should have been utilized to achieve 

the group goal are directed to competing with other groups on goals that may have 

even a faint commonality and lesser significance. 

(d) High competition consists of high self-esteem and high self-evaluation of the 

members of the group and as a result their inability to see the worthiness of other 

groups’ attempts or solutions. In an interesting study on 48 matched groups placed in 

competition with other, Blake and Mouton (1962) found some revealing results. The 

groups were given three hours to formulate their own approaches to an assigned 

problem in the form of a double spaced type written memorandum. These solutions 

were mimeographed and given to all the groups for rating on a 9-point of adequacy of 

the solutions. The results showed that the group members uniformly judged their own 

solutions better in quality than those made by the competing groups. 

(e)  One important condition of the competition among groups is the knowledge, on the 

part of groups, that they have some chance of winning. Without such a probability, 

the groups will not bother to compete because the risk in competing is too much. The 

reward here does not necessarily have to be a physical object, or money, but a 

psychological satisfaction which could equally be considered an important reward. 

(f) Competition also takes place between groups when the communication between them 

breaks down. In the presence of a smooth flow of communication the need for 

competition is substituted by the exchange in communication. 

The consequences of intergroup competition are many and they, in many ways, affect 

the structure and life of the group. For example, in situations of competition, the 

groups become more closely knit and elicit greater loyalty from their members. The 

group cohesiveness is very high and the internal differences among the members, are 

forgotten. Similarly, a change takes place in the structure and the climate of the group. 

The group becomes highly structured and organized, and the climate changes from 

informal to high task orientation, very often at the cost of the feelings of the 

individual members of the group. In such a climate the members find themselves 

more willing to tolerate the autocratic leadership style. All activities focus on the 

achievement of goal under conditions which otherwise may not be very productive. 

In addition to these effects on the members of the group, the reactions to the members 

of the competing groups are also altered, some-times very drastically. For example, 

competition results in jealousy and animosity between the members of the competing 

groups. It leads to criticism, false propaganda, rumor mongering and gossip about the 

members of the competing groups. The members withhold information, credit, and 

ideas and make sure that the other groups do not profit from anything they do. It is 

because of these consequences that competition has been found to have a disruptive 

effect on the viability of the total organization. On the other hand, an organization that 

lacks competition among its various groups often degenerates without fresh ideas and 

initiatives and becomes obsolete. Excessive competitions of total lack of it have been 

found to affect the health of the organizations. Therefore, it is suggested that some 
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competition may be necessary for the growth of the organization. However, the 

degree and the nature should vary according to the purpose of the organization as well 

as the personality of the people in the organization. 

 Although there is no dearth of research on cooperation and competition in the 

West, there is very little that has been done in India. A series of studies have been 

reported by Pareek (1976) which we would like to discuss here. Covering a total 

sample of 764 respondents from Ahmedabad, Delhi and Udaipur which represented 

both males and females of various ages (grades) and various sub-cultures (hindu, 

bohra, and tribal), Pareek and his associates collected data in the laboratory using the 

game developed by McChintock and Nutin (1969). This game uses an apparatus 

(game board) with buttons and display panels. The apparatus is designed to create a 

situation of non-zero-sum game where the player has to choose between increasing 

his own immediate gain (competition) or increasing the total gain of both players 

(cooperation). 

 The non-zero-sum game also called prisoner’s dilemma game (Rapaport and 

Chammah, 1965) is based on the dilemma of a prisoner who is caught along with his 

companion and is kept in a cell away from his companion. He faces the dilemma 

whether he should confess the crime or not. If, both, he and his companion confess, 

they may be locked up on some minor trumped-up charge and receive minor 

punishment. How-ever, if one confesses the other will get heavy punishment and he, 

the confessors, will get lenient punishment. The important property of dilemma is that 

while neither prisoner is aware of the other’s decision, it is clear that one prisoner’s 

decision will be affected by his anticipation of what the other will do. 

 In these studies, Pareek and his associates have operationalised cooperative 

response as one which enhances the likelihood that the other as well as oneself will be 

rewarded. It is a style of behavior that is characterized by fairness, equality and 

sharing. On the other hand, competing response is one where there is competition for 

the goal because the goal is unsharable. The following general results can be drawn 

from these studies. 

(a) Girls showed more competitive behavior when they played with the same sex 

(females) than when they played with the opposite sex (boys). Similarly, boys 

were more competitive playing with girls than with boys. Apparently, females as 

other partners are faced with more severe competition irrespective of the sex of 

the partner they are playing against. 

(b)  In general, age was found to have a significant positive correlation with 

competition and significant negative correlation with cooperation. 

(c) Hindu children were found to be generally more competitive while tribal children 

tended to be more cooperative. 

On the basis of these studies, Pareek draws our attention to the observation that 

while there are definite gains from cooperation, un-conditional cooperation does 



16 
 

not lead to effectiveness but to exploitation, blocked communication, and refusal 

for negotiation. What is implied is that cooperation within limits is more desirable 

than cooperation into. Over succumbing to cooperation may kill initiative, healthy 

competition, and honest difference of opinion which are necessary for achieving 

excellence. 

13.3.3 Conflict 

To some extent, conflict is an extreme form of competition and hence the laws of competition 

are also applicable to conflict situations. Conflict, generally, takes place when the survival of 

the group depends on the successful achievement of the goal. In the organized sector of 

industries in India, the obvious conflicting groups are the union and management. Other 

shades of these can take the form of inter-union rivalry or inter-department rivalry within an 

organization. The conditions that lead to conflict can be numerous but in the union-

management context, the following are important. 

(a) Both groups have necessary conflict of interest. Managements are interested in 

maximizing return on minimum investment, while unions feel that they should get a 

share of profit because they are partners in production. The two interests are 

conflicting in nature. 

(b) One group may indulge in activities that may jeopardize the very existence of the 

other group. Restrictive production practices like go slow, strike, and gherao by 

unions do cause a lot of concern to the management. On the other hand, lock out, 

unfair labour practices, and straight dealings with workers are seen as a threat by 

unions. Both may result in either the furtherance of existing conflict or give rise to 

new conflicts. 

(c) Conflict may also arise because of misperceptions, accentuated by lack of information 

sharing, individual motives that conflict with group motives and negative attitudes. A 

union leader may be interested to continue conflict in order to gain an upper hand in 

inter-union rivalry despite hope for settlement. Similarly, individual managers may 

continue a confrontation with others despite the harmful effect that it might have on 

the overall productivity of the organization. In most cases, this results because of lack 

of confidence, trust, and mutual understanding (Sheth, 1979). 

Singh and Parthasarathy (1984) collected data on 140 public and 102 private sector 

managers. These managers were provided eight styles of conflict management and were 

asked to choose any four which they adopt for managing conflict. These styles are 

competing, accommodating, avoiding, compromising, collaborating, target substitution, 

third party intervention and clique formations. Their results showed that, generally, all 

managers choose collaborations and compromise as the most frequent strategies. Third 

party intervention and clique formation were least frequently choosen strategies. These 

preferences seem to hold when compared by sector (private vs public), by hierarchy, line 

and staff function, and corporate ownership. Generally speaking managers irrespective of 

sector, hierarchy function, and ownership mostly preferred collaboration and compromise 
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and least preferred third party intervention and clique formation as the strategies for 

conflict management. 

Whatever may be the conditions of conflict, it’s consequences are more harmful to both 

groups. A strike or lock out not only reduces production, but there is a wage loss to the 

workers. Although conflict helps in bringing the issues in the open in the final analysis, 

both parties suffer; the suffering could be economic or psychological. Despite these, 

according to Verma (1978), industrial conflicts in India are on the rise. For example, the 

number of disputes increased to 2863 in 1974 from less than a thousand in 1951. 

 Another kind of conflict is the role conflict which takes place because the role is 

anchored to group norms. A role is a sum total of expectations placed on an individual. A 

modern industrial supervisor is formally a member of management and hence has a 

certain role to perform. On the other hand, and at the same time, he is a member of the 

work group on the shop floor. Since the expectations of these roles vary, the supervisor is 

in a dilemma of often facing conflict between what the management wants from him and 

what workers expect from him. This dilemma may force him to take an anti-management 

stand if pushed to the wall and may make him behave as workers do. The study, of the 

first strike of supervisory staff at the State Bank of India, by Dayal and Sharma (1971) 

illustrates the extent to which expectations may lead to conflict. Though the matter was 

same, for each group the issues involved in the strike were different in terms of their 

perceived realities. The supervisory staff went on strike because they felt that the 

management is reacting to them as it does to class IV employees. 

 Another interesting example comes from the role conflict that worker’s 

representatives face on the joint management councils and their various forms. Saiyadain 

(1977a) points out that most workers representatives face a role conflict in mixed boards 

and committees. The conflict arises because very often these representatives are forced to 

take the company view on some matters that contrast with the wider interests of the 

workers. This not only creates a conflict of interest among these representatives but very 

often generates a crisis of confidence with their constituencies. 

Activity 3 

You would have come across various inter-group behaviors.  Critically assess the different 

types of inter-group behaviors, reasons, issues, consequences and their results.  Discuss with 

your inter-group peers. 

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

……………………………………………………………………………………................. 
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13.4 INTER-GROUP COLLABORATIONS 

In intergroup collaboration, an intergroup relational identity would entail a sense of 

identity that included or was even defined by the collaborative relationship existing with 

the other group; collaboration would be a key component of the internalized self-defining 

normative attributes of the specific intergroup relational identity (from a social identity 

perspective, norms have the greatest influence over people’s perceptions and behavior if 

they are an integral part of social identity; even when social identity includes more than 

group norms, group norms are an integral part of identity.  If the groups could be brought 

to embrace a shared super-ordinate identity, there would be no reason not to expect this to 

be conducive to productive intergroup collaboration. 

13.4.1 Collaboration Meaning 

 Collaboration is where two or more people or organizations work together to realize 

or achieve something successfully. Collaboration is very similar to, but more closely 

aligned than, cooperation. Most Collaboration requires leadership, although the form of 

leadership can be social within a decentralized and egalitarian group. Teams that work 

collaboratively can obtain greater resources, recognition and reward when facing 

competition for finite resources. 

 Structured methods of collaboration encourage introspection of behavior and 

communication. These methods specifically aim to increase the success of teams as they 

engage in collaborative problem solving. 

13.4.2 Collective identity in the context of intergroup Collaboration 

 Collective identity has been recognized as a particularly powerful lens to understand 

intergroup collaboration (e.g. Hogg 2015; Ibarra et al. 2014; Pittinsky 2010). Indeed, 

when different groups need to work together towards the accomplishment of a common 

goal, a collective identity is often (but not always) created, which in turn is likely to lead 

to a more effective collaboration (Hardy et al. 2005). 

 In the context on intergroup collaboration, there are essentially three forms of 

identities that can be enacted, each of which impacting the extent of collaboration 

between groups: a super-ordinate collective identity, an intergroup relational identity, or 

an intergroup ambivalent identity. Below, we briefly explain each type of identities, along 

with their characteristics and challenges. 

1. Super-ordinate collective identity:- A super-ordinate collective identity 

(Gaertner et al.1989; Van Knippenberg et al.2004) is one that seeks to create a 

single, common identity uniting different groups in the pursuit of a collective goal. 

To achieve this, groups are encouraged to re-categorize themselves as members of 

the overall, common group, letting go of each group’s relationship with another 

and minimizing each group’s distinctiveness. Because a super-ordinate identity 

includes, by definition, all groups, its expected benefit is the reduction in 

intergroup tensions. However, Hogg and Colleagues (2012) point to two 
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challenges associated with this type of collective identity. The first relates to the 

leadership of these groups, as the leader will often be perceived as more closely 

aligned with one group or another. The second challenge resides in the probability 

of success in achieving collaboration, in that groups which are competing may be 

less inclined to collaborate with one another. 

2. Intergroup Relational Identity:- A second type of collective identity is referred 

to as intergroup relational identity. Hogg (2015) proposes that intergroup 

relational identity is a “self-definition in terms of one’s group membership that 

incorporates the group’s relationship with an out-group as part of the in-group’s 

identity. It entails a sense of identity that includes, or is defined by, the 

collaborative relationship existing with the other groups and contributing to and 

promoting the overarching collective” (Hogg 2015, p.200). This type of collective 

identity allows groups to maintain their distinctiveness while extending their 

identity to the intergroup relationship. It portrays each group as one that builds 

valued collaborative relationships with other groups in the pursuit of a common 

objective. Among the challenges associated with intergroup relational identity is 

the need to stimulate transference (i.e. the transfer from one intergroup 

relationship to another) and the creation of a boundary-spanning leadership 

coalition (Hogg, Van Knippenberg and Rast 2012). 

3. Intergroup Ambivalent Identity:- As to the third type of identity, intergroup 

ambivalent identity, it is based on the concept of ambivalence identification from 

social psychology. Generally, ambivalence refers to a state where the 

simultaneous existence of opposite feeling is manifested toward an object or an 

experience (sincoff 1990). From  an identity perspective, ambivalence refers to a 

dual state of both identification (i.e. defining one as having a particular trait) and 

dis-identification (i.e., defining one as not having a particular trait)(Elsbach and 

Bhattacharya, 2001). This dual state can be applied to traits associated with a 

person or a referent group. In the context of intergroup collaboration, ambivalence 

provides maximum flexibility, in that it can take the form of a group of people 

identifying with a subset of traits of another  group’s identity, or, of the 

simultaneous identification and dis-identification with another group’s traits 

(Kreiner and Ashforth 2004). We apply this concept to the intergroup context, and 

thus refer to an intergroup ambivalent identity as one where multiple groups have 

not established either a super-ordinate identity or an intergroup relational identity, 

rather, they have embraced conflicting identity traits with one another. For 

example, Group 1 may identify with Group 2 in terms of its mission, but at the 

same time, Group1 and Group 2 dis-identify with one another in terms of the 

preferred modus operandi to achieve this mission. Assuming that both mission and 

modus operandi are important traits of the group’s collective identity, this one is 

both reinforced and undermined by these conflicting feelings and thus does not 

lead to a  strong collective identity. Challenges related to this type of identity 

include potential isolation for each group, as well as perceptions of hypocrisy and 

pressures to conform (Meyerson and Scully 1995). To these challenges, we add 

the threat towards effective collaboration. 
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13.4.3 Frame Collaboration as the Solution to Group Needs 

The natural impulse for groups and their members is to satisfy their needs for identity, 

efficacy, and security by becoming inwardly focused, by utilizing group territory to meet 

these needs, and by engaging in territorial behaviors to protect their ongoing ability to 

continue utilizing the territory for those purposes. Consequently, they ignore or fail to 

recognize opportunities to satisfy their needs through interaction with other groups. 

Leaders can turn this around, and satisfy a group’s need to construct and express 

group identity by labeling collaborative attitudes and behaviors as a valued characteristic, and 

defining engagement (or lack thereof) in collaborative information exchange as the means by 

which a group establishes its standing on the “eagerness to collaborate” characteristic. 

Raising the profile of eagerness to collaborate as a dimension of identity allows groups to 

refer to each other not only in terms of their territory proper, but also in terms of their 

approach to sharing and exploring territory. In this way, leaders create new opportunities for 

groups to enrich their identities by attending to and adjusting the intensity and manner of 

their efforts to interact with other organizational groups. 

With the increasing popularity of cross-functional teams, it seems like it should be 

especially easy to sell collaboration to group members as a way of developing new 

competencies and enhancing their sense of efficacy. However, because people are often 

drawn into collaboration along functional or disciplinary lines, group members may instead 

feel that they have been chosen to primarily “represent” and advocate for their group’s ideas 

and approaches in the interaction. Even when leaders emphasize the desire for different 

groups to collaborate in order to contribute their conjoint insights to the organization, the 

message directs group attention to demonstrations of their efficacy rather than to 

opportunities to improve it. We therefore suggest that leaders endorse collaboration within 

the organization not only as an opportunity to contribute to other groups and the organization, 

but also as a vital opportunity to draw upon the resources and perspectives of other groups to 

enable otherwise inaccessible growth and achievement. 

Leaders can also address the group need for security in the organizational 

environment, by shaping group members understandings of information exchange and 

collaboration. One might start with the likelihood that a group’s inward territorial focus will 

highlight the security risks cross-boundary collaborations entail: Vulnerability, loss of total 

control, and predictability over the group’s activities. We recommend that leaders turn this 

concern on its head, and focus people on the fact that these same features of collaboration 

also offer groups an awareness of, influence over, and the ability to comfortably adjust to 

each other’s intentions, so that each group can avoid being blindsided by out group activities 

down the line. By thus highlighting the prospect of substantial losses, leaders can capitalize 

on the group’s need for survival and increase the willingness of groups and their members to 

accept the security risks posed by information exchange and collaboration. 

Activity 4 
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You would have a part of inter-group.  Understand for what purpose you and your peers 

might have collaborated into inter-groups.  Whether the groups were successful for achieving 

inter-group goals?  If not, Why?  If yes, what are the achievements of your inter-groups?   

…………………………………………………………………………………………………

…………………………………………………………………………………………………

…………………………………………………………………………………………………

……………………………………………………………………………………................. 

 

Intergroup Problems in Organisation 

“Man is not a island”, some one said and no one can simply live in isolation.  People 

have to interact with each other individually and groups of people have to interact with other 

groups of people for one reason or another.  In an organizational setting, various departments 

or units depend upon each other for resources, work or information.  Even if these units do 

not depend upon each other directly, they do depend upon each other indirectly in that they 

all contribute towards the common organizational goal. 

The first major problem of groups in organizations is how to make them effective in 

fulfilling both organizational goals and the needs of their members.  The second major 

problems is how to establish conditions between groups which will enhance the productivity 

of each without destroying intergroup relations and coordination.  This problem exists 

because as groups become more committed to their own goals and norms, they are likely to 

become competitive with one another and seek to undermine their rivals’ activities, thereby 

becoming a liability to the organization as a whole.  The over-all problem, then, is how to 

establish high-productive, collaborative intergroup relations.   

Intergroup relations and interactions depends not only upon how much the groups 

depend upon each other but also how much they differ from each other.  The greater the 

group differentiation, the greater the potential for conflicts.  Effective management of 

intergroup relations is essential to avoid dysfunctional conflict and improve organizational 

performance. Interdependence, task uncertainty and time-goal orientation are the three 

important issues that influence intergroup relations. Coordination methods that are widely 

used for managing intergroup relations, in decreasing order or complexity, are: integrating 

departments; teams; task forces; liaison roles; planning; hierarchy; and rules and procedures. 

 

13.5 SUMMARY 

In this lesson, we have seen that social needs are among the most powerful and 

compelling on-the-job motivations. The people who make up organizations behave as 

members of groups, and their membership helps shape their work behavior and attitudes 

toward the organization and the job. This lesson tells Groups are an essential part of 

organizational life. They are found in all types of organizations. This lesson gives answer for 
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the question Why lesson Are Formed?. It differentiates various types of Groups. Reasons for 

group formation are explained clearly in this chapter. It clearly explains about stages of 

Group Development. 

So far, our concern has been with the group as a unit. What are the interactions, 

processes and patterns within a group, and how members interact to generate effectiveness or 

otherwise, have been emphasized. We will now turn our attention to another aspect of group 

life and that is what happens when two or more groups interact with each other. What 

influences their behavior and what consequences follow from their interaction will help us to 

understand the total organization. 

In the context on intergroup collaboration, there are essentially three forms of 

identities that can be enacted, each of which impacting the extent of collaboration between 

groups: a super-ordinate collective identity, an intergroup relational identity, or an intergroup 

ambivalent identity. Above, we briefly explained each type of identities, along with their 

characteristics and challenges. 

 

13.6 SELF-ASSESSMENT QUESTIONS 

1. Discuss the reasons for Group Formation, which leads to differentiate various types of 

groups. 

2. What is the Role of Group and Explain different types of Group Roles? 

3. Explain the stages of Group Development. 

4. What is Inter-Group Behavior? What are its Consequences? Explain. 

5. What is meant by collaboration? Which three forms of identities impacting the 

collaboration between groups?  
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LESSON-14: TEAM BUILDING  

OBJECTIVES :To understand 

 The importance of team building for any organization. 

 Issues related to team building and team management. 

 Advantages and Challenges of team building and team management. 

STRUCTURE 

14.1 Introduction 

14.2 Concept of Teams 

14.3 Features of Team  

14.4 Types of Teams 

14.5 Benefits of Team:  

14.6 Meaning of team building 

14.7 Importance of the team building 

14.8 Need for team building:     

14.9 Effect of team building on Performance  

14.10 Challenges of Buildings 

14.11 Summary 

14.12 Self-assessment questions 

14.13 References 

14. 14 Further Readings 

14.1 Introduction 

An organization consists of different people who come from different backgrounds, 

experience, and location etc., they form into different teams for the purpose of achieving the 

objectives of the organization. In building such teams proper care must be taken by the 
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concerned managers. Normally teams have conflicts and these are to be properly solved 

hence team building and team management is a challenging task to the leaders in any 

organization. 

14.2 Concept of Teams 

A group of people with a full set of complementary skills required to complete a task, job, or 

project. Team members (1) operate with a high degree of interdependence, (2) share authority 

and responsibilities for self-management, (3) are accountable for the collective performance, 

and (4) work toward a common goal and shared rewards(s). A team becomes more than just a 

collection of people when a strong sense of mutual commitment creates synergy, thus 

generating performance greater than the sum of the performance of its individual members. 

14.3  Features of Team  

i. Clear Understanding of the Goals/Objectives: Perfect understanding of what the 

goals of the team are, is very important. Every member of the team should be able to 

talk for the team on the progress of their project when called upon. However, this 

happens when every member of the team understands the team's goal and can tell if 

they are making progress or not. 

ii. Shared Values: Effective teams share desires to succeed at whatever they do. They 

have a common sense of purpose. The team must agree that the work they are doing is 

worthwhile and that their goals are worth making the effort to achieve. Members 

interact and work independently to achieve team objectives. They take collective 

responsibility for achieving shared aims and objectives. 

iii. Mutual Trust: Trust is important for open communication. Team members need to 

feel comfortable to make their opinions known and also to disagree with whatever has 

already been said by another. Every member should be willing to talk openly. This 

can only happen when they trust each other. 

iv. Mutual Respect: Mutual respect among team members is also essential, both as 

individuals and for the contribution each makes to the team's performance. Every 

member should be treated with respect particularly when he/she adds value to the 

team. This is because, if some team members are not respected, the motivation of the 

entire team can be jeopardised. 
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v. Believe they are a part of it. They must have a sense of Effective Teams Want Team 

Success: They realise the need to focus on group goals and rise above personal 

ambitions. Team members are secure in their individual capabilities and understand 

the reason why the organisation constituted a team in the first place. They are able to 

work towards executing their role in line with the common goals of the team. They 

have well defined and differentiated roles within the team. They seem to realise that if 

they carry out their individual roles sincerely, personal recognition is bound to come 

their way. In other words, there is a good measure of team spirit within the team. ( 

Team Building, 2010) 

vi. Sustainable Conflict: An effective team encounters conflict. Conflicts or 

disagreements pertaining to task-related discussions are treated as a normal 

occurrence and the team members do not harbour any animosity towards one another 

once the team meeting ends. ( ). However, in as much as it fosters creative thinking, 

too much disagreement is not healthy. Whenever people disagree it may damage 

relationships. An effective team therefore has to agree to a process to resolve issues 

constructively. 

vii. Support: Members support each other even when everything is going wrong. This 

can encourage them to work harder because they know that they have support of the 

whole team. 

viii. Team First Mentality: In whatever they do, team members put the team goals first. 

They never put themselves ahead of the team. 

ix. Willingness to share knowledge and expertise: Team members should always be 

ready and willing to share knowledge and skills with other members of the team. 

x. Engagement: Team members should be carried along throughout every assignment. 

To remain interested, team members need to feel that they are making a strong 

contribution. They need to feel involved in making key team decisions. 

xi. Organizational Connection: An effective team needs feels that it is valued by the 

rest of the organization and closely connected to its overall success. It develops a 

known identity within the organization as a team with defined organizational function. 

This is because; a team that is marginalized or rejected by the broader organization 

cannot feel motivated. 
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xii. Adequate Resources: For a team to be effective, it must have access to adequate 

resources to meet its goals and objectives. To however make use of these resources, 

team members must possess aÂ variety of skills to deal effectively with all its tasks. 

xiii. Open and Positive Communication: The effectiveness of a team depends on how 

much information circulates among the members. Team members need to be fully 

aware of sensitive developments in their work. It is also, very essential that team 

members do not embarrass, reject or mock someone for speaking up and sharing 

ideas. 

xiv. Feeling of Belonging: The members of an effective team must be strongly knitted 

and the members of the team must belonging. 

xv. Having Fun: The members should enjoy working together. This would keep them 

motivated over a lengthy period of time. They find ways of having fun while working, 

through the way they interact on the job or by socializing outside of work. To have 

fun working together, people need to like each other and enjoy each other's company. 

14. 4 Types of Teams 

When individuals with a common interest, goal, attitude, need and perception come 

together, a team is formed. Individuals need to come and work together to form a team for 

the accomplishment of complicated tasks. In a team, all team members contribute equally 

and strive hard to achieve the team’s objective which should be predefined. In any 

organization, no one works alone. Every employee is a part of a team and works in close 

coordination with the team members to perform his level best and in turn benefit the 

organization. The team members should complement each other and come to each other’s 

need whenever required. Teams can be formed anywhere, anytime whenever the task is 

little difficult and complicated. Let us understand the various types of teams in detail.  

1. Permanent teams: These teams perform on a permanent basis and are not 

dissolved once the task is accomplished. Let us understand the concept with an 

example. Mike, Peter, Joe and Ana had a strong inclination towards branding as 

well as promotions and hence were a part of the branding team with a leading 

organization. They were primarily responsible for promoting their brand and 
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designing marketing strategies to generate maximum revenue for their 

organization.  

2. Temporary teams: Unlike permanent teams, temporary teams loose their 

importance, once the task is accomplished. Such teams are usually formed for a 

shorter duration either to assist the permanent team or work when the members of 

the permanent team are busy in some other project. 

3. Task Force: Such teams are formed for a special purpose of working on any 

specific project or finding a solution to a very critical problem. The government 

generally appoints special teams to investigate critical issues like bomb blasts, 

terrorist attacks and so on. The task force explores all the possible reasons which 

led to a severe problem and tries to resolve it within a given deadline. 

4. Committee: Committees are generally formed to work on a particular assignment 

either permanently or on a temporary basis. Individuals with common interests, 

more or less from the same background, attitude come together on a common 

platform to form a committee and work on any matter. 

5. Organization/Work Force: Such groups are formed in organizations where team 

members work together under the expert guidance of leader. A leader or a 

supervisor is generally appointed among the members itself and he along with his 

team works hard to achieve a common goal. The leader all through must stand by 

his team and extract the best out of each team member. He must not underestimate 

any of his team members and take his team along to avoid conflicts.  

6. Self Managed Teams: Self Managed Teams consist of individuals who work 

together again for a common purpose but without the supervision of any leader. 

Here as the name suggests every individual is accountable for his individual 

performance. The team members of self managed teams must respect each other 

and should never loose focus on their target. No leader is appointed and the team 

members have to take their own responsibility. Individuals take the initiative on 

their own and are their own guides and mentors. 

7. Cross Functional Team: Let us understand this with the help of an example. 

Maria and Andy both were part of the branding team. They got an assignment 

from their superiors to be completed within two days. Unfortunately Andy met 

with an accident and was advised complete bed rest. To avoid delays, Peter from 

the operations team was shifted to the marketing team to assist Maria for the time 

being and form a team. Such teams are called cross functional teams. Ideally the 
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employees should be more or less on the same level to avoid ego hassles. 

Individuals from different areas come and work together for a common objective 

to form a cross functional team. In such teams, people from different areas, 

interests and likings join hands to come out with a unique idea to successfully 

complete a task. 

8. Virtual Teams:  Virtual teams consist of individuals who are separated by 

distances and connected through computer. Here individuals communicate with 

each other online through internet. Sam at Los Angeles can form a team with 

Mandy at Mexico and Sara at Denver all working for a common objective but the 

communication is totally digital through internet. Such teams are helpful when 

employees need to connect with each other and are located at different places. 

Individuals supporting any community in social networking sites such as facebook 

or orkut also form a virtual team as all the members are from different locations 

but support a common community. They all have a common objective -to support 

and promote their community. 

Activity-1 You are working in an organization in which the employees of different functional 

areas ie production, finance, marketing and HR are working. How do you formulate teams for 

their effective 

performance_________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

__________________________________________________________________________. 

14.5Benefits of Team:  

There are different benefits of teamwork for an organization. Some of these are: 

A. To respond to opportunities, threats and to fast-changing environments: When 

competitions, threats and opportunities arise, organizations set up teams that to do 

something about it. 

B. Time and Energy Saving: When organizations split their production between teams, 

the work would be done faster, thereby saving time and energy. 

C. Creativity: Employees have different knowledge and personal attributes. By utilising 

all of these different aspects in a team, more ideas can be generated. As more ideas 
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are generated, more creative solutions are generated, leading to better results. By 

utilizing all of these different aspects in a team, more ideas can be created/ generated. 

D. It Increases employee motivation: When teams work together, it motivates team 

members (employees), thereby increasing productivity. 

E. Enthusiasm: Individuals working together as a team are continually developing. As 

they interact, more energy and enthusiasm is created. When this energy is utilised, it 

produces results which positively impacts on motivation and leads to even more 

success. 

F. Skills: Even the best qualified individual cannot have all the skills to do everything. 

Some people excel at coming up with ideas. There are others who can be counted on 

when it comes to implementing and follow through of a plan. The key point is that 

when a team works together, it has a huge range of skills available that it can utilise to 

deliver extraordinary results. 

G. Speed: By splitting up projects between different teams, work can move faster and 

the ultimate goal achieved sooner than expected. 

H. Increased Productivity: It is believed that the more people who work on a task, the 

more the products that would go into the market. 

I. Improved Quality of Products or Services: When team works together, the quality 

of the products or services is improved. 

J. Improves Customer Focus: Teamwork in an organization improves customer focus. 

14.6Meaning of team building 

Team building refers to the various activities undertaken to motivate the team members and 

increase the overall performance of the team. You just can’t expect your team to perform on 

their own. A motivating factor is a must. Team Building activities consist of various tasks 

undertaken to groom a team member, motivate him and make him perform his best.We all are 

human beings and love appreciation. Any individual performing exceptionally well must be 

appreciated well in public. He feels happy and motivated to perform even better the next 

time. If any team member has come out with a unique idea; treat him with any thing that 

makes him happy. Never criticize any team member or demotivate him if he has failed to 

perform. Ask him to “Buck up”. 
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14.7Importance of the team building 

Team Building activities improve the relations and strengthen the bond among the 

employees. Every one strives hard to achieve a common goal. 

Please refer to Michael’s example once again. His team members had the liberty to write to 

him anytime or freely discuss issues with him. There was never a misunderstanding among 

the team members as everyone knew what the other person was upto. 

Team Building activities also reduce the chances of confusions, misunderstandings and in a 

way making the communication effective. Individual is very clear about his goals and 

objectives and what exactly is expected from him. 

Team Building exercises also increase the trust factor among the employees. If you are sitting 

next to a driver, whom you don’t trust, you will always feel uncomfortable and will never be 

able to enjoy the ride. If you don’t trust your teacher, you can never learn anything from him. 

You need to trust people. Don’t always assume that your fellow employee will speak ill about 

you in front of your superiors. Trust him, you will feel relaxed. 

The productivity increases when individuals work as a team. They tend to divide work among 

themselves and hence the objectives are achieved at a much faster pace. People take less 

leaves and concentrate more on their work and eventually the organization benefits. 

Individuals feel more positive and confident at work. Stress disappears and it reflects on their 

work. Chances of mistakes reduce and people stop cribbing and blaming others. There is 

positivity all around. Allow team members to express themselves freely. 

14.8Need for team building: 

Team bonding brings people together by encouraging collaboration and teamwork. Fun 

activities that help people see each other in a different light allow them to connect in a 

different setting. People on your team are asked to think about the implications of these 

activities at their workplace. 

1.   Networking, socializing, and getting to know each other better: Socializing and 

making friends in the workplace is one of the best ways to increase productivity in the 
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office. Not only does it increase morale in the office, it also allows for the office to 

work better solving everyday workplace issues. 

2. Teamwork and boosting team performance: Team bonding activities also improve 

workplace projects that involve teamwork. After completing team building activities 

together, employees better understand each other’s strengths, weaknesses, and 

interests. This understanding helps them work even better together on future progress 

vital to a company. 

3.  Competition and bragging rights: Competition has been shown to increase 

production. So, by channelling that increased production into a fun, inclusive team 

building activity, employees can bond in a way impossible by other means. 

4.  Celebration, team spirit, fun, and motivation: After any sports team wins a major 

championship, they celebrate and have fun. This motivates them to want to win even 

more. This extreme example shows that the celebration, cheering, and fun that come 

with every Team Bonding event can motivate employees to bring their job to the next 

level. 

5.  Collaboration and the fostering of innovation and creativity: People tend to have 

a larger imagination when they are around people they are comfortable with. So, 

successful team building events not only bring people closer together but they also 

lead to more successful and creative workplace ideas. Also, everyday workplace 

collaboration is key to a successful business. For example, a coach always has 

assistants to help out when needed. 

6.  Communication and working better together: To no surprise, communication and 

working better together is the top reason why people choose team building. 

Everybody wants a friendly work environment, where people are comfortable and 

happy to talk to and work with anyone. 

14.9Effect of team building on Performance  

Team building has been scientifically shown to positively affect team effectiveness. Goal 

setting and role clarification were shown to have impact on cognitive, affective, process 

and performance outcomes. They had the most powerful impact on affective and process 

outcomes, which implies that team building can help benefit teams experiencing issues 

with negative affect, Such as lack of clarification in roles. Goal setting and role 

clarification have3 the greatest impacts because they enhance motivation, reduce conflict 
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and help to set individual purposes, goals and motivations. Teams with 10 or more 

members appear to benefit the most from team building. This is attributedto larger teams 

having generally speaking a greater reservoir of cognitive resources and capabilities than 

smaller teams. 

Activity- 2 you are working with a team of 10 members having associated with them for 

more than six months how do you judge the performance of your 

team_______________________________________________________________________

___________________________________________________________________________

___________________________________________________________________________

_________________________________________________________________________. 

 

14.10 Challenges of Team Buildings: 

When you bring a group of diverse individuals together to form a team, challenges such as 

communication and relationship issues can result. As a small business owner, know that 

putting a team in place isn't enough. The dynamic and complex nature of a team calls for a 

strong and decisive leader for guidance. Take the time to evaluate potential challenges of 

team development and create ways to solve them before they happen. 

1. Lack of Diverse Skills and Interests:If a team consists of members with similar 

skills and interests, the purpose of the team may not be achieved. Consider the scope 

of the project before selecting team members to determine which skills and interests 

best serve the team. Choose team members who have a range of different skill sets 

and interests. 

2. Poor Communication:When individuals work as part of a team, communication 

during all phases of the project is a key component. If a team member treats his role 

as an independent one, communication suffers. If the team leader doesn't 

communicate with the team members, the project flow suffers. Hold team meetings to 

discuss the progress of the project. Ask team members about their successes and 

challenges to gauge the level of communication. 

3. Lack of Leadership:Teams need leaders to offer a sense of purpose and direction. 

Lack of effective leadership challenges effective team development. Without a strong 
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leader to guide the team and hold members accountable, the team may lose morale 

and momentum. Commit yourself to monitoring the team's performance and offering 

support as needed. If you can't be present during team meetings, appoint a team 

leader. Introduce the leader and his role to the team to prevent competition for the role 

from other team members. 

4. Role Confusion:Even though a team works together to achieve a goal, each person 

needs to know his specific role within the team. Otherwise, role confusion results. 

When team members lack an understanding of their specific roles or choose not to 

follow through with their roles, the team cannot develop as a cohesive and well-

functioning unit. As a small business owner, develop specific, well-defined roles for 

each team member. Explain each role, in detail, to each team member to avoid 

confusion. Monitor team members to make sure they adhere to their assigned role. 

5. Conflict:Conflict within a team is inevitable. How team members deal with conflict is 

critical to team development. Invest time in training for yourself and your employees 

in conflict resolution skills. With the skills to effectively resolve conflict, your team 

can work together to stay on track without your constant intervention. 

6. Poor Work Environment:A team needs a specific place to meet. It needs to be quiet 

and conducive to effective teamwork. If the team is virtual, the members need to 

agree on a set of virtual tools communication, file sharing, project and task 

monitoring to help the team work together to accomplish goals. Not having a 

designated place or online management tools as part of team development can hinder 

progress. 

Activity-3  In your organization you have observed that there is no coordination among 

the members of a team of 15 members how do you bring coordination among these 

members and see that they perform 

well____________________________________________________________________

________________________________________________________________________

________________________________________________________________________

_______________________________________________________________________. 

 

14. 11 Summary 
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Thus team building and management is a challenging task because effective team building 

will improve the performance of the organization and help to achieve the objectives of the 

organization. There are different types of teams which are formed in any organization and 

need to be evaluated properly. Managing teams and team work poses a  threat to the 

responsibility of the managers of today and tomorrow.  

14.12 Self-assessment questions 

1. Define a team? What are the characteristics of a team  

2. What is team building? What is the importance of team building 

3. Highlight the challenges of the team building 

Multiple choice questions 

1. Which one of the following in the features of the team   ( ) 

a. Shared Values   b. Mutual Trust   

c. Support    d. All the above 

2. Teams which are formed for a special purpose on any specific project is known as (  )

  

a. Committee               b. Task force  

c. Work Force    d. None of the above   

3. The member of the team who are separated physically and connected through 

 Computer is          ( ) 

a. Virtual Team      b. Self-managed Team  

c. Cross functional team   d. None of the above 

4. Activities undertaken to motivate the team member to increase the overall  

Performance of the team is known as      ( ) 

a. Team construction   b. Team renovation 

c. Team building    d. None of the above 

5. One of the challenge of team building is      ( ) 

a. Lack of diverse skills  b. Poor communication 

 c. Lack of leadership   d. All of the above 
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LESSON – 15: DEVELOPING TEAM RESOURCES 

Objectives  

After going through this lesson, you are able to: 

1. To know  the Teams with Groups 

2. To understand the types of teams 

3. To identify the growing popularity of teams in the organizations 

4. To analyse the importance and resources of teams 

5. To find the team participation in the organization  

6. To have clear ideas on how the organizations can build effective teams 

Structure  

15.1 Introduction  

15.2 Definitions and Nature of Teams 

15.3 Teams Vs Groups 

15.4 Significance of Teams 

15.5 Types of Teams  

15.6 Team Roles 

15.7 Developing Successful Teams 

15.8 Team Resources 

15.9 Developing Team Resources 

15.10 Methods of Developing Team Resources 

15.11 Team Building Strategies 

15.12 Designing Teams 

15.13 Team Participation and Repercussions 

15.14 Summaries 

15.15 Self-assessment questions 

15.16 Further Readings 

 

15.1 INTRODUCTION 

 In recent years teams have been emerging as the most important group phenomenon in 

the organizations. Initially the importance of team work was realized in the field of coaches of 

athletic teams understood the importance of building team work. In the field of business, 

however, the importance of team development was realized at a later stage. Traditionally 

business organizations had been organized around individuals. But now the trend has changed. 

In contemporary business firms, teams are using as primary means for organizing the work. If 

we pick out any business periodical theory, we will read how teams have become an essential 

part of the way business is done in the most famous companies in the world. Teams are groups 

two or more people who interact and influence each other, are mutually accountable for 

achieving common goals associated with organizational objectives, and perceived themselves 

as a social entity within an organization.  
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Team-based organizations filter decision making down to all levels of management, 

while traditionally structured organizations rely on top management to make decisions. 

Employees feel they are part of the total organization, rather than members of an individual 

department.  Teamwork is important in an organization because it provides employees with an 

opportunity to bond with one another, which improves relations among them. Improved 

employee relations also result from the fact that teamwork enhances cohesion among members, 

thanks to increased trust among them. The purpose of creating teams is to provide a framework 

that will increase the ability of employees to participate in planning, problem solving and 

decision making to better serve customers. Increased participation promotes: a better 

understanding of decisions, ... more ownership of decisions, processes, and changes. 

15.2 DEFINITIONS AND NATURE OF TEAMS 

 According to Jon Katzenbach and Douglas Smith, “A team is a small number of people 

with complementary skills who are committed to a common purpose, set of performance goals 

and approach for which they hold themselves mutually accountable.” 

 “A team is a form of group but it has some characteristics in greater degree than 

ordinary groups, including a higher commitment to group goal and higher degree of 

interdependence and interaction”. 

 “Any work groups whose individual efforts result in a performance that is greater than 

the sum of individual inputs is called work teams”. 

 The above definitions need further elaboration. A team includes few people, same as a 

small group described in the previous chapter, because the interaction and influence processes, 

vital for a team to function, can only occur when the number of members is small. When more 

people are involved, there will be difficulty in interacting and influencing each other. 

 Teams include people with mix of skills appropriate to the task to be done. Team 

members need technical, problem solving, decision making, and interpersonal skills. Not all 

members will have all the required skills, different members will have different skills. 

However, as the team grows, develops and matures, team members will come to have more of 

the necessary skills.  

 Having a common purpose and common performance goals, sets the tone and direction 

of the team. A team comes together to take action to pursue a goal, unlike a group, in which 

members report to the same supervisor or work in the same department. The purpose becomes 

the focus of the team.  

 Agreeing on a common approach is particularly important for teams, because it is often 

the approach that differentiates one team from others. The team’s approach usually covers how 

work will be done, social norms regarding dress, attendance at meetings, norms of fairness an 

ethical behavior, and what will and not to be included in the team activities. 

 Finally, the definition states that team hold themselves mutually accountable for results, 

rather than merely meeting a manager’s demands for results, as in the traditional approach. If 
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the members translate accountability to an external manager into internal, or mutual 

accountability, the group moves towards acting like a team. Mutual accountability is essentially 

a promise that members make to each other’s to do everything possible to achieve their goals, 

and it requires commitment and trust of all members. 

 The following distinct features of teams make their meaning clearer. 

 They are empowered to share various management and leadership functions. 

 They plan, control and improve their own work processes. 

 They set their own goals and inspect their own work. 

 They often create their own schedules and review their performance as a group. 

 They may prepare their own budgets and coordinate their work with other departments. 

 They usually order materials, keep inventories and deal with suppliers. 

 They are frequently responsible for acquiring any new training they might need. 

 They may hire their own replacement or assume responsibility for disciplining their 

own members. 

 They take the responsibility for the quality of their products or services. 

5.3. TEAMS VS. GROUPS 

 Groups and teams are not the same thing. A work group is a group that interacts 

primarily to share information and to make decisions to help each member perform within his 

or her area of responsibility.  

 Work groups have no need or opportunity to engage in collective work that requires 

joint effort. So, their performance is merely the summation of each group member’s individual 

contribution. There is no positive synergy that would create an overall level of performance 

that is greater than the sum of inputs.  

 A work team generates positive synergy through coordinated effort. Their individual 

efforts results in a level of performance that is greater than the sum of those individual inputs. 

The basic difference between team and work groups are as follows. 

Work Groups Work Teams 

1. The purpose of a work group is to interact 

primarily to share information 

1. The purpose of a work team is collective 

performance. 

2. The performance of a work group is 

merely the summation of each group 

member’s individual contribution. There is 

no positive synergy. 

2 A work team generates positive synergy 

through coordinated effort. The level of 

performance of a team is greater than the 

sum of individual inputs. 

3. Every work group must have strong and 

clearly focused leaders 

3 The team do not have a clearly focused 

leader, it has shared leadership roles. 
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4. The members are individually accountable 4 In a team there is both individual and 

mutual accountability   

5. The basic objective of work group is the 

attainment of the goals of the organization. 

5 The teams have their own specific 

objectives that the teams themselves deliver. 

6. The group has formal and efficient 

meetings 

6 The team, generally, encourages open 

ended active problem-solving meetings. 

7. The effectiveness of the work group is 

measured indirectly. For example, if the 

overall financial performance of the business 

is good, it will be presumed that the groups 

have also effectively contributed to the 

performance 

7 The effectiveness of the teams is directly 

measured by the teams by assessing the 

collective work products. 

8. The functioning of the work group is that 

it discusses, decides and delegates. 

8 The functioning of the team is that it 

discusses, decides and does real work.  

 

 The above distinction clearly explains that the teams go beyond the work groups, which 

are traditionally framed, by having a collective, positive synergistic effect. 

 

15.4 SIGNIFICANCE OF TEAMS 

 The question is, why have the teams become so popular? Research evidence suggests 

that the teams typically outperform individuals when the task being done requires multiple 

skills, judgment and experience. Teams are an effective means for management to democratize 

their organization and increase employee motivation. Organisations are much more likely to 

perform well when their people work effectively as a team this is because good teamwork 

creates synergy – where the combined effect of the team is greater than the sum of individual 

efforts. Working together a team can apply individual perspectives, experience, and skills to 

solve complex problems, creating new solutions and ideas that may be beyond the scope of any 

one individual. As well as enhancing organisations' performance good teamwork benefits 

individuals too. It enables mutual support and learning, and can generate a sense of belonging 

and commitment.  Experts agree that the following primary benefits can result from the 

introduction of work teams: 

1. Improved Employee Motivation: Work teams help in enhancing the employee 

motivation. Because work teams encourage employee involvement, these make the jobs 

more interesting and fulfill the social needs of the employees. Individuals are likely to 

perform better when they are working in the presence of other people. Individuals will 

work harder and put in a lot of extra efforts to remain in the team’s good graces. 
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2. Positive Synergy: Teams have the potential to create high levels of productivity due to 

positive synergy created by them. The output in the form of performance productivity is 

generally more than the summation of inputs put in the form of employee efforts. There 

is a drawback of positive synergy also. Sometimes, management resort to cuts in staff 

to use the positive synergy to get the same or greater output from fewer people. 

3. Satisfaction of Social Needs: Man is a social animal. He always feels the need of 

affiliation. Teams can satisfy this need of the employees by increasing worker 

interactions and creating a feeling of brotherhood and friendship among team members. 

Such employees are always in a better position to cope with stress and they enjoy their 

jobs more.  

4. Commitment to team goals: Teams generally develop a common purpose, 

commitment to that purpose and agreement upon specific goals. All this combined with 

the social pressures exerted by the team, result in a high degree of commitment to 

common team goals. The individual members sublimate their individual goals for the 

common goals of the group. 

5. Improved Organizational Communication: As the teams encourage interactions, it 

will lead to improved communication. In case of self-managed teams, interpersonal 

dependencies are created which require the members to interact considerably more than 

when they work on jobs alone. Cross functional teams create inter-functional 

dependencies and increase organization wide communication. 

6. Benefits of Expanded Job Training: The implementation of team work always leads 

to expanded job training. Through this training employees build their technical, 

decision making and interpersonal skills. 

7. Organizational Flexibility: Management has found that teams are more flexible and 

responsive to changing events than are traditional departments or other forms of 

permanent groupings. Teams have the capability to quickly assemble, deploy, refocus 

and disband. All this is because of the reason that teams focus on processes rather than 

functions. They encourage cross training, so members can do each other jobs and 

expansion of skills. This expansion of skills increases organizational flexibility.  

 

Team and team work must be encouraged at workplace as it strengthens the bond 

among the employees and the targets can be met at a faster pace. Workload is shared and 

individuals feel motivated to perform better than his team members. Though the introduction of 

teams does not always achieve these benefits, but we can’t ignore the reality that team 

movement currently has tremendous momentum and reflects management’s belief that teams 

can be successful in a wide range of settings. 

 

Activity 1:  

Think of any professional sports team, such as a professional baseball, football, or basketball 

team. In what ways do they fit the description of definition of teams used in this chapter? In 

what ways do they not fit the description of definition of teams used in this chapter? 
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……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.5. TYPES OF TEAMS 

In view of wide spread popularity, various types of teams have come to stay. One easy 

way to classify teams is by what functions do they discharge; for example, some teams make or 

do things, some teams recommend things, and some teams run things. The most common types 

of teams are work teams, problem-solving teams, management teams and virtual teams. 

 

1. Work Teams: These are primarily concerned with the work done by the organization, 

such as developing and manufacturing new products, providing services for customers and 

so on. Their principal focus is on using the organization’s resources effectively. Towards 

this end, work teams are highly empowered. 

2. Problem Solving Teams: These are temporary teams established to attack specific 

problems in the workplace. After solving the problems, the team is usually disbanded, 

allowing members to return to their normal work. Problem solving teams are often cross-

functional, meaning that team members come from different functional areas. These teams 

generally offer recommendations for others to implement.  

3. Quality Circles: The concept of quality circles was developed in Japan during the early 

1960s and was widely used in the USA during the early 1980s. it is a group of 5 to 10 

employees from the same work area formed to solve work-related problems. Members of a 

team meet regularly to discuss ways for improving the quality and reducing costs. These 

teams are almost permanent in nature. The number of these quality circles depends on the 

size of the organization, volume of business and nature of activities. Each circle may 

consist of up to 10 members and a leader. The leader has to lead discussions and record 

suggestions given by members. Generally, members of quality circles hold meetings with 

their leader once a week or month to discuss various work-related problems such as 

breakdowns in machines, problems of raw material, safety measures etc. the members are 

also given an exposure to a new set of experience brought by other members.  

The working of such circles is based on four phases. In the first phase, a case study is 

made on the problem. In the second stage, members are expected to discuss it in detail. In 

the third stage, relevant data are compiled on various aspects of the problem. The fourth 

stage is devoted for making discussions and necessary arrangements for implementing 

those decisions. According to a survey made in the USA, during 1994 more than 65 

percent of the companies have such quality circles in their organizational structure.   

4. Product Development Teams: Inorder to facilitate the launching of new products in the 

market, product development teams may be formed. Such teams are very common in those 

organizations which have a large number of products with a very short life cycle. These 

teams make valuable contributions by highlighting the feasibility and economic viability of 

various products which can be introduced by the organization in its product line. Product 
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development teams mainly consist of experts from various related departments such as 

marketing, production, personnel, research and development and finance. The experts from 

the marketing department who are in direct touch with the market and consumer needs 

may initiate various proposals. The experts from other departments express their opinion 

about the proposal and by mutual discussion they narrow their choice on some specific 

proposals. 

The process and technique of ‘value engineering’ plays a very important role, 

particularly when the quality of the product is to be improved without raising its cost. 

When the product is developed, designed and launched, the team may be disbanded. These 

teams have assumed special significance due to globalization of business operations. To 

meet cut-throat competition, the process of developing new products becomes imperative. 

The members of the team keep a vigil on the lifecycle of the company’s products and 

before they become outdated, they develop new ones. These teams are playing important 

roles in the auto, electronic and computer industries. This is because due to rapid 

technological advancement, products of these industries are becoming obsolete within a 

short period of time. 

5. Management Teams: These consist of managers from various areas and coordinate work 

teams. They are relatively permanent because their work does not end with the completion 

of a particular project or the resolution of a problem. Management teams must concentrate 

on the teams that have the most impact on overall corporate performance. The primary job 

of management teams is to coach and counsel other teams to be self-managing by making 

decisions within the teams. The second most important task of management teams is to 

coordinate work between work teams that are independent in some manner. 

6. Virtual Teams: These are the teams that may never actually meet together in the same 

room- their activities take place on the computer via teleconferencing and other electronic 

information systems. Engineers in the U.S., for example, can contact audibly and visually 

with counterparts all around the globe, sharing files via Internet, Electronic Mail and other 

communication networks; all participants can look at the same drawing print or 

specifications. Decisions are made much faster. With electronic communication systems, 

team members can move in or out of a team or a team discussion as the issues demand.  

The core features of virtual teams are goals, people and links. Goals are important to 

any team, but especially so to a virtual team. Clear, precise and mutually agreed upon 

goals are the glue that holds a virtual team together. The roles of hierarchy, including the 

ability to hire and fire by a superior and bureaucracy, including the use of rules and 

regulations to guide outcomes, are minimized in virtual teams. 

Activity 2: 

How have your own experiences in work teams compared to those described in this chapter? 

Based on what you read, what could be done to make your own experiences more successful? 

……………………………………………………………………………………………………

……………………………………………………………………………………………………
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……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

5.6 TEAM ROLES 

Team structure is critical as team members should possess complementary skills as 

each member of the team is expected to play a different role. Team role include – 

• Team Leader: Team leader finds new team members and develop the team working 

spirit, judge the talents and personalities of members, adopt him to overcome weaknesses and 

communicates efficiently with superiors as well as subordinates. 

• Critic / Challenger: Team critics or challengers act as a guardian and analyst of the 

Team’s long-term effectiveness. They are never satisfied with anything less than the best. They 

analyze weaknesses of the members and possible failures of the teamwork and mercilessly 

correct faults. They act as devil advocates. These members further, challenge the goals, 

methods, and even the ethics of the team. They are even willing to disagree with the leader or 

higher authority and encourage the team to take well-conceived risks. As such the team 

members and others appreciate the value of the challenger’s openness.  

• Implementer: Members of this category ensure momentum and smooth running of the 

team’s actions. These members are born time-tablers. They predict possible delays and provide 

information before hand to the members.  

• External contract: These members look after the team’s external relationship, judge 

other’s needs and provide resources to meet the needs. They grasp overall system and external 

agencies related to the organization as well as teams. They handle confidential information.  

• Coordinator: The member playing this role pulls together the work of all members as a 

whole into a cohesive plan, understands interrelationship of tasks, sense priorities, grasp 

several things at one time, maintains internal contacts and networks and heads of potential 

troubles.  

• Idea generator: The member playing this role sustains and encourages the team’s 

innovative vitality and energy. He/she is enthusiastic and lively with a zest for new ideas, sees 

every problem as an opportunity and never at a loss for a hopeful of suggestions.  

• Inspector: The member playing this role ensures that high standards are sought and 

maintained, strict in enforcing rules, judge the performance of others, brings problems to 

surface and praise the members for success and find fault of other members. 

• Contributor: Members playing this role provide the team with good technical 

information and data by doing homework, push the team to set high performance standards and 

to use their resources wisely. These members may become too bogged down in the details and 

data and do not see the big picture or the need for positive team climate. People describe these 
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members as responsible, authoritative, reliable, proficient and organized. People also see the 

contributor as dependable.  

• Collaborator: Members playing this role sees the vision, mission, goal of the team as 

paramount and are flexible and open to new ideas. They are willing to pitch in and work 

outside his or her defined role and are able to share the limelight with other team members. 

People view them as a big-picture person. They may fail periodically to revisit the mission, to 

give enough attention to the basic team tasks, and to consider the individual needs of other 

team members. These members are forward-looking, goal directed, accommodating, flexible 

and imaginative. 

• Communicator: The member playing this role is a process-oriented member, effective 

listener and facilitator of involvement, conflict resolution, consensus building, feedback, 

builder of an informal, relaxed climate, positive “people person”. People may see him/her as 

process and an end in itself. This member may not confront other team members, or may not 

give enough emphasis to completing task. 

Activity 3:  

Based on the evidence regarding the roles of teams, would you say that the popularity of teams 

today is well-founded? 

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.7 TEAM RESOURCES 

Working to develop a range of resources to help teams and organisations integrate the 

team building model into their work and processes. This could include wider processes such as 

recruitment and appraisals, or through smaller projects or team exercises. The resources help 

wider teams and organizations think about, assess, and develop their leadership knowledge and 

behaviours. The team resources support the development and distribution of resources to 

facilitate negotiation, conflict management, and teamwork. A friendly working environment, 

special healthcare facilities, flexible work hours, women-friendly policies and support among 

the team members keep employees highly motivated. 

Teams are made up of individuals who have different outlooks and abilities, and are at 

different stages of their careers. Some may find that the tasks you've allocated to them are 

challenging, and they may need support. Others may be "old hands" at what they're doing, and 

may be looking for opportunities to stretch their skills. Teams should clarify the team goals, 

identify those issues which inhibit the team from reaching their goals and address those issues, 

remove the inhibitors and enable the goals to be achieved. It should be ensured that all team 

members are aware of all policies related to the team and monitor the usage of equipment and 
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resources, wherever it is necessary. The teams will likely be made up of employees working in 

their respective departments. Teams should be trained so they understand the importance of 

their assignments and follow established procedures. 

 

15.8 DEVELOPING TEAM RESOURCES 

To best determine the ideal type of team and how it can help entity or organization requires 

an assessment of a number of things. First and foremost, have to determine what team goals 

are, not only as an overall business, but also for the specific team that are considering creating. 

Much like how Boards of Directors have committees, a business can have numerous teams and 

those teams can have sub-teams when necessary and appropriate. Consequently, establishing 

goal for each specific team is critical to the success of organization or business. 

It is necessary to determine whether all the resources are available to the team. The 

resources that will be necessary might include money but may also include the amount of 

personnel, facilities or space, employees or team members with the right experience, education, 

or other abilities, and so forth.  Depending upon the availability of resources at hand, combined 

the resources available to procure whatever else is needed, reevaluate the team goals to 

determine if it is genuinely and realistically possible for team to achieve goals with the 

resources available. If not, it may need to change the goals for team if are unable to obtain 

other necessary resources. Forcing a team to work towards achieving a goal that is unrealistic 

not only will defeat the purpose of the team, but also will undermine everything that the team 

has worked to build both individually and collectively. 

1. Supportive Environment: Team work is most likely to develop when management 

builds a supportive environment for it. Supportive measures help the group take the 

necessary first steps toward teamwork. Since these steps contribute to further 

cooperation, trust and compatibility, supervisors need to develop an organizational 

culture that builds these conditions. 

2. Skills and Role Clarity: team members must each be reasonably qualified to perform 

their jobs, and have the desire to cooperate. Beyond this, they can work together as a 

team only after all the members of the group know the roles of all the others with whom 

they will be interacting. When this understanding exists, members can act immediately 

as a team based on the requirements of that situation, without waiting for someone to 

give an order. In other words, team members respond voluntarily to the demands of the 

job and take appropriate actions to accomplish team goals. 

An example is a hospital surgical team whose members all respond to a crisis 

during an operation. Their mutual recognition of the emergency alerts them to the need 

for simultaneous action and coordinated response. Each knows what the others can do, 

and trusts them to perform capably. The result is a highly efficient level of cooperation 

characteristic of a team. If one member of a surgical team fails to perform in the right 

way at the right time, a person’s life may be endangered. In more ordinary work 

situations, a life may not be in danger but product quality or customer service may 
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suffer by the failure of just one member. All the members are needed for effective team 

work, and this is illustrated with the example of the typewriter key in below figure. Just 

one malfunctioning key destroys the typewriter’s effectiveness. 

3. Super-ordinate Goals: A major responsibility of managers is to try to keep the team 

members oriented toward their overall task. Sometimes, unfortunately, an 

organization’s policies, record-keeping requirements, and reward systems may 

fragment individual effort and discourage teamwork. A district supervisor for a 

petroleum company tells the following story of the effect on sales representatives of 

below-quota reports: 

As in many businesses, each month we are expected to make our sales quota. 

Sales representatives are expected to make quotas in their individual territories in the 

same way that the Eastern district as a whole is expected to make its quota. Many times, 

in the past the district has failed to make its quota in certain products – for instance, 

motor oil. It is a known practice for some of the sale representatives in the field to delay 

a delivery in their territories until the next month if they already have their quota made.   

 The outlook of the sales representatives is not whether the district makes its 

quota, but their concern is their own. Any sales representatives who are below quota in 

a product for a month must report the reason for this reduction. A sales representative 

who makes a large sale of several hundred gallons of motor oil to a customer knows 

that the next month or two that customer may not buy any oil, causing the 

representative to be below quota that month and to have to file a report. 

 This supervisor might consider the creation of a super-ordinate goal, which is a 

higher goal that integrates the efforts of two or more persons. Super-ordinate goals can 

be attained only if all parties carry their weight. They serve to focus attention, unify 

efforts, and stimulate more cohesive teams. For examples, in a hospital meeting the 

leader said, “We are here to help the patient. Can we think of today’s problem in those 

terms?”. When the super-ordinate goal was recognized, several minor internal conflicts 

were resolved. 

4. Team Rewards: another element that can stimulate team work is the presence of team 

rewards. These may be financial, or they may be in the form of recognition. They are 

most powerful if they are valued by the team members and administered contingent on 

the group’s task performance. Innovative team rewards for responsible behavior may 

include the authority to select new members of the group, make recommendations 

regarding a new supervisor, or propose discipline for team members. 

5. Encourage trust and cooperation among employees on team: Remember that the 

relationships team members establish among themselves are every bit as important as 

those you establish with them. As the team begins to take shape, pay close attention to 

the ways in which team members work together and take steps to improve 

communication, cooperation, trust, and respect in those relationships. 

6. Encourage team members to share information: Emphasize the importance of each 

team member's contribution and demonstrate how all of their jobs operate together to 

move the entire team closer to its goal. 

7. Facilitate communication: Remember that communication is the single most 

important factor in successful teamwork. Facilitating communication does not mean 
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holding meetings all the time. Instead it means setting an example by remaining open to 

suggestions and concerns, by asking questions and offering help, and by doing 

everything you can to avoid confusion in your own communication. 

8. Encourage listening and brainstorming: As supervisor, your first priority in creating 

consensus is to stimulate debate. Remember that employees are often afraid to disagree 

with one another and that this fear can lead your team to make mediocre decisions. 

When you encourage debate you inspire creativity and that's how you'll spur your team 

on to better results. 

9. Establish the parameters of consensus-building sessions: Be sensitive to the 

frustration that can mount when the team is not achieving consensus. At the outset of 

your meeting, establish time limits, and work with the team to achieve consensus within 

those parameters. Watch out for false consensus; if an agreement is struck too quickly, 

be careful to probe individual team members to discover their real feelings about the 

proposed solution. 

 

15.9 METHODS OF DEVELOPING TEAM RESOURCES 

One of the most important team resource development methods is that of starting up a 

team. The nature of team should be clear the before starting. The effective teamwork in the 

workplace happens when four elements (Strengths, Teamwork, Alignment and Results) are in 

place. 

 Individuals flourish as they use and develop their Strengths 

 People come together building relationships that result in effective Teamwork 

 The team leader Aligns the team through effective communication of purpose, so that 

individual strengths combine with teamwork to deliver the teams results 

 Together everyone achieves more as performance flows and Results that are meaningful 

and rewarding to the team are achieved 

Set clear goals for the results to be produced by the team. The goals should be designed to 

be “SMART.” This is an acronym for: (Specific, Measurable, Achievable, Relevant and Time-

bound.) 

It starts with knowing the team members and their roles. During the first exposure to 

resource allocation, the team members should try to answer the following questions: 

 Which team members do we need for the project? 

 Who are the best people to fill those project roles? 

 What tools do we have that can measure our resource allocation? 

 What’s the best way to communicate our resource allocation? 
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 What are we forgetting? 

 

Develop a Management Plan 

A plan is a detailed report indicating the chain of events that need to happen throughout the 

team exist. This includes a timeline and clear communication with all the members of the team 

about how the entire plan in all its phases will be “planned, executed, monitored controlled, 

and closed. 

Collect Requirements: Tailoring the team member’s needs with the objectives and the 

requirements may necessitate additional adjusting as it gets underway. Understanding and 

clarifying the expectations of the team member’s roles, aids and requirements. 

Define Scope: Defining the scope of the team which may reflect any changes is important to 

maintain confidence and trust of the team. 

Create Work Breakdown Structure: Subdividing large projects into more manageable smaller 

ones allows team member’s to identify on-going progress and allows the team members to 

make mid-course adjustments as necessary. 

Define Activities, Sequence Activities, Estimate Activity Resources, Estimate Activity 

Durations: Developing the specific list of actions that will need to be taken to achieve 

benchmark goals is essential for putting proper teams in place at the right time with the proper 

resources. 

Develop Schedule: Scheduling teams to complete work and setting the progress in place with 

all the details needed to complete the work objectives takes a great deal of coordination with 

many tasks constituents and may involve shifting objectives and phase scheduling. 

Estimate Costs: Estimating costs accurately is a skill that comes with increasing practical 

experience. Coordinating all estimates needed to complete each phase of a task requires great 

attention to detail and a well-developed set of multi-tasking skills. 

Determine Budget: Creating accurate budgets means having the experience to know when to 

add in allowances for probable delays, change orders, or other details gained through 

experience with similar tasks. At every stage of the Planning Process Group documentation is 

necessary, but in the estimating and budgeting areas, team need to be able to understand the 

details logically to secure quick and trustworthy authorization. 

Plan Quality: Factors like risk, cost performance baseline, organizational and environmental 

factors all affect the potential plan quality. Obviously the goal is to assure the highest possible 

quality. Assessing the details to secure quality throughout each phase may involve re-adjusting 

program goals and procedures. 
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Develop Human Resource Plan: Having a staffing plan in place that coincides with each 

phase of the plan and involves all details of creating working teams to support task goals and 

timeline requirements is imperative. 

Plan Communications: Communication related to changes, progress reports, and budgetary 

adjustments need to be on-going so that constituents and remain invested in the successful, 

high-quality outcome of the tasks. Establishing the expectations around communication 

supports the positive tone of the team as a whole. 

Plan Risk Management, Identify Risks, Perform Qualitative/Quantitative Risk Analysis, 

Plan Risk Responses: Accurate risk management procedures can save money and time over 

the length of any tasks. Documenting the risk management process for a team supports good 

communication strategies. 

Plan Procurements: The procurement process involves detailed reports indicating decisions 

related to costs of items necessary to complete a task and deliver effective results. 

Developing the skills and the knowledge necessary to be more cognizant of overall task 

goals, while at the same time effectively tending to the small, day to day details of a complex 

task, is at the core of what separates good team from excellent ones. While much of a team 

members skill set will come about through years of experience, on-going education and strong 

professional networking can leverage increased opportunity and success as well. 

 

Activity 5: 

Just imagine, if your class mates were divided as different teams for doing a project work, what 

kind of resources would require among the teams to do the project.  Explain why? 

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.7. TEAM BUILDING STRATEGIES 

  Purpose of team building is to enhance efficiency of strategic management in an 

organization. Teams enhance human resources of members and thereby members contribution 

as members learn from each other. Teams use members diversity as an opportunity to win 

competition. Teams work in collaboration to bring innovation and manage organizational 

change and development. Team building strategies include: 

 Select those members who can contribute to the achievement of organizational 

goal/strategy 

 Divergence of skills required 
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 Balance the team structure 

 Each member should have something to contribute 

 Free flow of communication 

 Team structure follows strategy 

 Decide appropriate team style for the strategy 

 Cross-functional Teams 

 Cross-cultural Teams 

 Cross-demographic Teams 

 Cross-Team role players 

 Strong Bonds with other Formal/Informal Teams 

 

Purpose of Team Building: 

 The purposes of team building are: 

 To set goals or priorities; 

 To analyse / allocate the way the work is performed; 

 To examine the way a group is working and its process; 

 To examine the relationships among people. 

 

15.11. DEVELOPING SUCCESSFUL TEAMS 

  Making teams work effectively is no easy task. Success is not automatic. Rather, 

teams need to be carefully nurtured and maintained for them to accomplish their missions. As 

one expert expressed it, “Teams are the Ferraris of work design. They’re high performance but 

high maintenance and expensive.” What, then, could be done to help make teams as effective 

as possible? Based on analyses of successful teams, several keys to success may be identified. 

Compensate team performance: 

 Because the United States and Canada are highly individualistic cultures, most North 

American workers are used to highly individualistic compensation systems – ones that 

recognize individual performance. However, when it comes to teams, it is also very important 

to recognize group performance. Teams are no places for hotshots who want to make their 

individual marks – rather, teams require “team players”. And the more organizations reward 

employees for their teams’ successes, the more strongly team spirit will be reinforced. Several 

companies in which teams are widely used - including the Hannaford Brothers retail food 

distribution company in New York and Westinghouse’s defense and commercial electronic 

plant in Texas – rely on gain sharing plans to reward teams. These plans reward team members 

for reaching company-wide performance goals, allowing them to share in the company’s 

profits. 

 Because it is important for team members to have a variety of different skills, many 

companies, including Milwaukee Insurance, Colgate-Palmolive, and Sterling Winthrop, have 

taken to paying employees for their demonstrated skills, as opposed to their job performance. 
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Such a system is known as skill-based pay. A highly innovative skill-based pay system has 

been in use at Tenessee Eastman, for example. This company’s “pay-for-applied-skills-and 

knowledge” plan – or PASK, as it is known – requires employees to demonstrate their skills in 

several key areas, including technical skills and interpersonal skills. The pay scale is linked 

carefully to the number of skills acquired and the level of proficiency attained. By encouraging 

the development of vital skills in this manner, the company is ensuring that it has the resources 

for its teams to function effectively.  

Communicate the Urgency of the Team’s Mission: 

 Team members are prone to rally around challenges that compel them to meet high 

performance standards. As a result, the urgency of meeting those standards should be 

expressed. For example, a few years ago, employees at Ampex Corporation (a manufacturer of 

video-tape equipmentfor the broadcasting industry) worked hard to make their teams successful 

when they recognized the changes necessitated by the shift to digital technology. Unless the 

company meet these challenges, the plug surely would be pulled. Realizing that the company’s 

very existence was at stake, work teams fast-forwarded Ampex into a position of prominence 

in its industry by ramping up development of digital recording technology. 

Train members in Team Skills: 

 To be effective, team members must have the right blend of skills needed for the team 

to contribute to the group’s mission. Rather than simply putting teams together and hoping they 

will work, many companies are taking proactive steps to ensure that team members will get 

along and perform as they should. Formal efforts directed toward making teams effective are 

referred to as team building.Team building usually is used when established teams are 

showing signs of trouble, such as when members lose sight of their objectives and when 

turnover is high. Workers having high degrees of freedom and autonomy require a depth skills 

and knowledge that surpasses that of people performing narrower, traditional jobs. For this 

reason, successful teams are those in which investments are made in developing the skills of 

team members and leaders. In the words of one expert, “Good team members are trained, not 

born.” 

 Illustrating this maxim is Development Dimensions International, a printing and 

distribution facility for a human resource company, located in Pittsburgh, Pennsylvania. This 

small company has each of its 70 employees spend some 200 hours in training (in such areas as 

interaction skills, customer service skills, and various technical areas) during their first year – 

even more for new leaders. Then, after this initial period, all employees receive a variety of 

training on an ongoing basis. 

Key Areas of Team Training: Two areas of emphasis are essential to the success of any team 

training effort. They are: 

 Being a team member: Linda Godwin, a mission specialist at NASA’s Johnson Space 

Center in Houston, likens team success to the kind of interpersonal harmony that must 

exist within space shuttle crews. “we have to be willing to compromise and to make 
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decisions that benefit everyone as a whole,” says Godwin, a veteran of two successful 

shuttle missions.  

In this regard, there are several key interpersonal skills in which training is most useful, 

and these are – 

 Advocating 

 Inquiring 

 Tension management 

 Sharing responsibility 

 Leadership 

 Valuing diversity 

 Self-awareness 

 Self-management:  For teams to operate effectively, members must be able to manage 

themselves. However, most employees are used to being told what to do, and don’t 

know how to manage their own behavior. 

Specifically, this involves the various skills like –  

 observing and evaluating oneself.  

 expecting high performance from oneself and others,  

 setting performance goals, practicing new skills and tasks 

 criticizing oneself objectively. 

Team Training Exercises: Typically, team building involves having team members 

participate in several different exercises designed to help employees learn how to function 

effectively as a team member. Among the most widely used are the following. 

 Role definition exercises: are team members doing what others expect them to be 

doing? Teams whose members answer “no” are destined for trouble. To avoid such 

problems, some team-building exercises ask members to describe their own roles aand 

the roles of others on their team. Members then systematically discuss these 

prescriptions and highlight areas of disagreement so these can be worked on. 

 Goal-setting exercises: successful performance is enhanced by the setting of goals. As 

a team-building strategy, team members meet to clarify the various goals toward which 

they are working and to identify ways they can help achieve them. 

 Problem-solving exercises: building successful teams requires ensuring that members 

are able to work together at solving important problems. To help in this regard, some 

team-building sessions require members to get together to systematically identify and 

discuss ways of solving problems more effectively. 

 Interpersonal process exercises: some of the most popular team-building exercises 

involve activities that attempt to build trust and to open communication among 

members. After all, those members who harbor hostility toward each other or who have 

hidden agendas are unlikely to work together well. There is usually a fun aspect to 

interpersonal process training. Black & Decker, for example, had members of its 

design team participate in a Spider Web activity requiring members to crawl through a 

large web of woven rope suspended between two trees without touching the rope. The 

underlying idea is that by helping each other through these exercises, team members 
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can develop more positive relationships with each other and come to learn how they 

can influence each other’s potential back on the job. In doing this, companies have 

used such diverse activities as trekking in the wilderness, going through obstacle 

courses, and having paintball wars. 

As you might imagine, this list of training topics reflects only the most 

fundamental areas in which training in teamwork is useful. Depending on the exact 

nature of the work being performed and the specific working conditions involved, 

additional training may be required. This often is the case when team members are 

located in different countries throughout the world.   

Promote Co-operation Within and Between Teams: 

 Team success requires not only cooperation within teams, but between them as well. As 

one expert it, “Time and time again, teams fall short of their promise because companies don’t 

know how to make them work together with other teams. If you don’t get your teams into the 

right constellations, the whole organization can stall.” 

 Boing successfully avoided such problems in the course of developing its 777-

passenger jet- a project involving some 200 teams. As you might imagine, on such a large 

project coordination of effort between teams is essential. To help, regular meetings were held 

between various team leaders who disseminated information to members. And team members 

could go wherever needed within the organization to get the information required to succeed. 

As one Boeing employee, a team leader, put it, “I can go the chief engineer. Before, it was 

unusual just to see the chief engineer.” Just as importantly, if after getting the information they 

need, team members find problems, they are empowered to take action without getting 

management’s approval. According to Boeing engineer Henry Shomber, “We have the no-

messenger rule. Team members must make decisions on the spot. They can’t run back to their 

function for permission. 

Select team members based on their skills or potential skills: 

 In so far, the success of teams demands that they work together closely on a wide 

variety of tasks, it is essential for them to have a complementary set of skills. This includes not 

only job skills but also interpersonal skills. With this in mind, at Ampex, three-person subsets 

of teams are used to select their own new members in so far as they have the best idea about 

what skills are needed and who would best fit into the teams. It is also frequently important for 

teams to project future skills that may be needed and to train team members in these skills. 

Thus, work teams at Colgate-Palmolive Company’s liquid detergents plant in Cambridge, Ohio 

initially received 120 hours of training in such skills as quality management, problem solving, 

and team interaction, and subsequently received advanced training in all these areas.  

 In an effort to keep team members’ skills fresh, it is important to regularly confront 

members with new facts. Fresh approaches are likely to be prompted by fresh information, and 

introducing new facts may present the kind of challenges that teams need to say innovative.  

A Cautionary Note: Developing Successful Teams Requires Patience: 
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 It is important to caution that although these suggestions are important, they alone do 

not ensure the success of work teams. Many other factors, such as the economy, the existence 

of competitors, and the company’s financial picture also are important determinants of 

organizational success. Still, the fact that these practices are followed in many highly 

successful teams certainly makes them worthy of consideration. 

 However, developing effective teams is difficult, and the path to success is riddled with 

obstacles. It is also time consuming. According to management expert Peter Drucker, “You 

can’t rush teams. It takes five years just to learn to build a team and decide what kind you 

want.” And it may take most organizations over a decade to make a complete transition to 

teams. Clearly, teams are not an overnight route to success. But, with patience and careful 

attention to the suggestions outlined here, teams have ushered many companies into 

extraordinary gains in productivity. For this reason, they must be considered a viable option for 

organizing groups of work teams.    

Activity 4: 

How have your own experiences in work teams compared to those described in this chapter? 

Based on what you read, what could be done to make your own team experiences more 

successful? 

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.12 DESIGNING TEAMS 

 As you might imagine, assembling a team and keeping it going is no easy task. Doing 

so requires not only having the right combination of skilled people, but also individuals who 

are willing to work together with others as a team. There are times when things go badly at 

workshop and most other organizations. In this situation, an organization might adopt a team 

organizational design, whereby groups of employees are formed from various functional areas 

for the purpose of solving problems and exploring possibilities. Teams can be both horizontal 

and vertical. The objective of a team structure is to break down functional barriers among 

departments to strengthen working relationships and improve efficiency. Having a group 

member from each department ensures that everyone's interests are being represented during 

the problem-solving and decision-making processes.  

Design teams have fewer rules and a greater flow of information, both of which are 

important for rapid innovation. Design teams are externally-oriented and focused on client 

needs. Because of this, the organizational structure for the team tends to be decentralized and 

organic rather than hierarchical and rigid. Having fewer layers and rules allows the group to be 

more adaptive to the external environment. Design teams also have an egalitarian nature that 

encourages self-management and regular participation by all group members in decision-
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making. Individuals who do well in this environment are those who are drawn to challenges 

and are strongly motivated by opportunities for personal and professional growth. 

When done properly, designing a work team involves the four distinct stages 

summarized in figure. Note that these processes occur before, and after teams are formed.  

Stage 1 Prework: - Before teams are created, a decision has to be made about whether or not a 

team should be formed – a stage known as prework.One of the most important objectives of 

this phase is to determine whether a team should be created at all. A manager may decide to 

have several individuals working alone answer to him, or a team may be created if it is 

believed that it may develop the most creative and insightful ways to get things done. In 

considering this, it is important to note exactly what work needs to be done. The team’s 

objectives must be established, and an inventory of the skills needed to do the job should be 

made. In addition, decisions should be made in advance about what authority the team should 

have. They may just be advisory to the manager, or they may be given full responsibility and 

authority for executing their task (i.e. self-regulating). 

Stage 2 Create Performance Conditions: - Building on the prework, organizational officials 

must ensure that the team has the proper resources needed to carry out its work. This involves 

both material resources (e.g., tools, equipment and money), human resources (e.g.,the 

appropriate blend of skilled professionals), and support from the organization (e.g., willingness 

to let the team do its own work as it sees fit). Unless managers help create the proper 

conditions for team success, they are contributing to its failure.  

Stage 3 Form and Build the Team: - Three things may be done to help a team get off to a 

good start. First, managers should form boundaries – clearly establish who is and who is not a 

member of the team. Some teams fail simply because membership in it is left unclear. 

Reducing such ambiguity can help avoiding confusion and frustration. Second, members must 

accept the team’s overall mission and purpose. Unless they do, failure is inevitable. Third, 

organizational officials should clarify the team’s mission and responsibilities – make perfectly 

clear exactly what is expected to do (but not necessarily how to do it). Will team members be 

responsible for monitoring and planning their own work? If so, such expectations should be 

spelled out explicitly.  
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         Before Team Formation        During Team Formation        After Team Formation 

Figure: 15.1 - The Four Stages of Team Design 

Stage 4 Providing Ongoing Assistance: Finally, once a team is functioning, supervisors may 

be needed to help by helping the team to eliminate problems and perform even better. For 

example, disruptive team members may be either counseled or replaced. Similarly, material 

resources may have to be replenished or upgraded. Although it may be unwise for a manager to 

intervene in the successful affairs of a team that has taken on its own life, it also may be unwise 

to neglect opportunities to help a team do even better. 

 As you ponder these suggestions, you doubtlessly will recognize the considerable 

managerial skill and hard work it takes to create and manage teams effectively. However, as 

managers learn these skills, and as individuals gain successful experiences as members of 

effective work teams, the deliberate steps outlined above may become second nature to all 

concerned. In the words of one expert, “when the stage is reached, the considerable investment 

required to learn how to use work teams well can pay substantial dividends – in work 

effectiveness and in the quality of the experience of both managers and (team) members”. 

Activity 6: 

Imagine yourself, you have been asked to design a work team, will you follow these four stages while 

designing the teams or not, explain why?  

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.13 TEAM PARTICIPATION AND REPERCUSSIONS 

Participation is a vital ingredient in effective teamwork and for a team to successfully 

achieve its goals. Problems relating to collaboration, communication and ultimately 

productivity can quickly develop as the subtle symptoms of poor participation are overlooked. 

Optimal participation in team-working occurs where team members contribute, to the best of 

their abilities and with confidence, to mutually-recognised goals.  Success in team-working 

centres on achieving team goals and on these achievements being recognised by the team 

leader and the organisation.  Participation is therefore crucial for ensuring team success as it 

helps to maximise the contribution of each individual in achieving team and organisational 

goals. Participation is the key to team results. In practical reality, it takes a team to complete a 

project, solve a problem and brainstorm strategic decisions leads an individual team or an 

entire department, the ability to motivate that team to success is critical. 
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Team members can have many inhibitions and concerns about sharing and 

participating. A team leader must be aware of this in order to create a safe psychological 

environment in which true participation can be realized. Creating an environment of 

psychological safety in which participation can truly be realised demands self-awareness, 

commitment and hard work from the team leader. In such an environment, the benefits of 

participation are rewarded not only in the successful achievement of goals but in increased 

learning, creativity and commitment. Team members’ confidence grows and their sense of 

value increases as they develop awareness of how much they can contribute to the team. The 

resulting sense of inclusion and cohesiveness encourages a ‘team spirit’ while bolstering 

individual commitment to the team and its goals. 

Evaluate Team Participation Needs 

To cultivate optimum team participation, it must have a good handle on team goals and 

overall dynamic. As such, team should be prepared to answer the following questions. 

 Why has the team been formed for a project, to solve a problem, or to brainstorm? 

 How large is the team - should it be re-sized to improve participation and 

communication? 

 Who has been assigned the team, have they worked together in the past? 

 Do team anticipate any internal conflicts or political situations? 

Stages for Team Participation 

To achieve optimum team participation, it needs to let the team members know what individual 

team member expect and what is expected from other team members. With that in mind, it can 

lay the foundation for open participation and communication through the following strategies 

and tactics: 

Participation Strategy #1 - Be direct - ask for participation.  Define participation and set 

appropriate expectations - participation can come in many forms, depending on team situation.. 

i.e. in meetings, workshops, memos, written comments and suggestions, etc. 

Participation Strategy #2 - Set the ground rules to encourage active team participation.  Let 

everyone know that all ideas are welcome and every member is to be respected. 

Participation Strategy #3 - Push for active participation and engagement from the very start 

of the project, and even through lulls in the action. 

Participation Strategy #4 - Thank everyone for their contributions - often and visibly. 

Successful Team Participation  

As a team leader, the job is to lead, and to get the team to function as a cohesive unit. 

To meet this goal, team can follow a few simple steps focusing on “leadership by example”: 

Tip #1 - Avoid team domination. The job is to lead, not to control. Even if the team have all 

the answers, let the team dynamic play out. 
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Tip #2 - Uphold the ground rules. Participation levels will rise when team members can see 

that all ideas are respected and given due consideration. 

Tip #3 – Be sure to ask probative, “out of the box” questions. During all meetings and team 

interactions stimulate creative thinking. 

Tip #4 - Be sensitive to contentious situations. Team conflicts are unavoidable, but at a team 

leader can diffuse tense situations as needed with a few strategic words and actions. For 

example, depending on the circumstances, team leader may choose to handle a conflict head-

on, or can table a difficult issue for a later time, when emotions have subsided. In any case, 

should avoid isolated, off-side reactions to conflicts, and should always be consistent in how 

the team reacts to team conflict. 

These basic practices are fundamental to all kinds of group work, but are especially 

important when working in collaboration with others. Successful collaboration requires trust, 

and these practices help to build a climate of trust so that effective collaborative work can take 

place. 

Repercussions 

Teamwork is typically viewed as a positive concept, as it brings together a group of 

employees who work for the benefit of the business. While teamwork does offer a variety of 

advantages, there are also some potential disadvantages and should be aware of when 

implementing a team concept in workplace. The most important elements when it comes to 

effectively operating a team unit include participation and repercussions of team decisions. One 

of the major psychological effects of the team dynamic is one that it may not encounter 

immediately but should be planning for is that of repercussions.  

When the goals are communicated to the team, it is infinitely important for the team to 

know how those goals will be measured and what the repercussions are of success or failure 

with regard to those goals.The team should share in victory or defeat but the effect of emotions, 

whether from fans or simply from the tension placed on those final moments, creates 

repercussions that may not be sound. The psychological implications of managing 

repercussions cannot be overstated. It is consequently that much more important for every team 

leader and manager to be as fair and just as possible in dealing out repercussions, both positive 

and negative. 

Of course, this does not mean that all repercussions should be individually based. 

Sometimes the whole team failed. Sometimes to build a bond between teammates, coaches, or 

team leaders dole out repercussions to all members of the team to further strengthen the team 

unit and make each member feel a level of shared responsibility both to and from their 

teammates. Correct and appropriate team management means carefully calculating what 

elements of success or failure should be shared or dealt with individually and communicate 

those repercussions to all members of the team, whenever possible, in advance. 

Unequal Participation: With some teams, there can be a tendency for members to sit back and 

let others do most of the work. This can cause resentment in the workplace, especially if you as 
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a business owner recognize only the efforts of the team and not those of its leaders. Conflict 

may occur as a result, which can have a detrimental effect on workplace morale. 

Not Team Players: Some workers may not function well as part of a team, preferring to work 

on their own. If your work environment requires working as a team to accomplish a task, you'll 

need to be sure you're screening out the "loners" during the hiring process. While these 

individuals may be excellent workers in the right environment, they'll likely have difficulty 

fitting into your work culture, resulting in dissatisfaction 

Limiting Creativity: Teamwork may also limit creative thinking. Employees may be so 

focused on working for the overall good of the team and fitting in to the team concept that they 

put their own ideas on the back burner. This lack of innovative thinking may keep your 

company from moving forward, resulting in stagnation. 

Longer Process: According to the Entrepreneur.com, a team can sometimes take longer to 

produce a desired result. Teams typically need to go through a variety of processes, such as 

member selection, organization and socialization on the way to completing the task at hand. 

Teams can also result in added expense, as they can tie up resources like money, manpower 

and equipment. 

Inherent Conflict: Whenever a group of people is assembled to achieve a goal, at least some 

conflict is likely to occur. Contrasting personal styles can clash and some members may have 

difficulty accepting ideas that differ from their own. Peer pressure can also result in a team 

member going against her better judgment to escape the wrath of other members or to facilitate 

the completion of a project. 

Potential Team Problems 

 Effective teams are no doubt a pleasure to observe, but however, a team may face a few 

problems which makes it ineffective. Following are the problems usually faced by the teams. 

1. Changing Team Composition: The teams keep on undergoing changes from the very 

beginning to the end of its task life. The members may join, be transferred, promoted or 

they may simply quit the organization and lured away by another company. Too many 

such changes, interfere with group relationships and prevent the growth of the team. 

Overcoming the Problem: The teams can overcome this problem in the following 

ways: 

 The teams must learn to anticipate the turnover and take appropriate timely 

action 

 The teams must learn to best integrate the new members with the existing one’s 

so that cordial relationships can be maintained and the team working is not 

hampered. 

2. Hidden Cost: The second problem is that the teams take time and cost to develop, 

maintain and function. The scholars refer to these as hidden costs. At times, it might be 

much easier for an individual to work out an issue alone than to resolve the differences 
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of opinion with other people. Research indicates that the hidden cost may be so high 

that they even effect the benefits of teams. 

Overcoming the problem: The teams can overcome this problem in the following 

ways: 

 The teams should keep a proper track of the time spent on the development 

process 

 The teams should conduct a cost-benefit analysis much in advance for their 

team activities 

3. Social Loafing: Another problem being faced by the teams is that of social loafing. 

When the employees think that their contribution to a group contribution cannot be 

measured, they may lessen their output and engage in social loafing. It occurs when 

employees exert less effort and usually perform at a much lower level when working in 

groups than working in alone. Social loafing is most likely to occur in large teams 

where individual output is difficult to identify.  

It may also occur when the employees have a feeling of being able to hide in the 

crowd and therefore not to be able to be singled out for blame. They may even indulge 

in social loafing when they aren’t much worried that their performance will be noticed.  

Overcoming the problem: The teams can overcome this problem in the following ways: 

 The size of the team should be kept small so that the work shirkers will not go 

unnoticed. 

 Whenever possible, individual member contribution should be measured instead 

of group contribution. 

Activity 7: 

Describe an incident of social loafing in which you may have been involved (e.g. a class 

project). What might be done to overcome this effect? 

……………………………………………………………………………………………………

……………………………………………………………………………………………………

……………………………………………………………………………………………………

…………………………………………………………………………………………………… 

 

15.14. SUMMARY 

 Few trends have influenced employee jobs as much as the massive movement to 

introduce teams into the workplace. The shift from working alone to working on teams requires 

employees to cooperate with others, share information, confront differences and sublimate 

personal interests for the greater good of the team. Effective teams have been found to have 

common characteristics. The work that members do should provide freedom and autonomy, the 

opportunity to use different skills and talents, the ability to complete a whole and identifiable 

task or product, and work that has substantial impact on others. The teams require individuals 
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with technical expertise, as well as problem solving, decision-making and interpersonal skills; 

and high scores on the personality characteristics of extroversion, agreeableness, 

conscientiousness and emotional stability. Effective teams tend to be small – with fewer than 

10 people. They have members who fill role demands, are flexible, and who prefer to be part of 

a group. They also have adequate resources, effective leadership, a climate of trust and a 

performance evaluation and reward system that reflect team contributions.  

Finally, effective teams have members committed to a common purpose, specific team 

goals, members who believe in the team’s capabilities, a manageable level of conflict and a 

minimal degree of social loafing. Because individualistic organizations and societies attract and 

reward individual accomplishments, it is more difficult to create team players in these 

environments. To make the conversion, management should try to select individuals with the 

interpersonal skills to be effective team players, provide training to develop teamwork skills, 

and reward individuals for cooperative efforts. Once teams are mature and performing 

effectively, management’s job isn’t over. Mature teams can become stagnant and complacent. 

Managers need to support mature teams with advice, guidance, and training if these teams are 

to continue to improve. 

 

15.15 SELF ASSESSMENT QUESTIONS 

1. Explain the concept of work teams, how can you differentiate between work teams and 

work groups? 

2. What are the ingredients for team designing? 

3. What are the major problems to team success and how can they be overcome? 

4. Discuss the importance of Team. 

5. Discuss the different types of Teams. 

6. What are the required resources for developing teams? 

7. How organizations can develop successful teams? 

8. Explain the stages in Team Designing. 

9. Explain the purpose and strategies of teams building. 
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LESSON 16: TEAM BUILDING ACTIVITIES 

 

“Teamwork is the ability to work together towards a common vision. The ability to direct 

individual accomplishments toward organizational objectives. It is the fuel that allows common 

people to attain uncommon results”     - Andrew Carregie 

 

Objectives 

 To explain the concept of Team Building. 

 To provide an understanding about purpose and objectives of Team Building. 

 To present an overview about various Team Building activities. 

Structure 

16.1 Introduction 

16.2 Definitions 

16.3 Objectives 

16.4 Importance of Team Building 

16.5 Team Management 

16.6 Building an Effective Team  

16.7 Team Building Activities 

 

16.1 INTRODUCTION 

Team building is one of the most widely used group-development activities in an 

organization.To be effective, people need to work together toward a common goal in a 

coordinated and cooperative way. Team Building formalises the power of collaboration among 

what otherwise might be excluded or often alienated individuals. For many team building is a 

way to blend talent, skills and the creativity of a group. With collaboration at its heart, team 

building improves cooperation, time and resource management for their benefit of 



an organisation or team. Team building is a broad title for activities designed to construct, 

develop and sustain groups of people working together to achieve common goals with a 

commitment to taking collective responsibility (Watson). Therefore, team members and leaders 

must consciously make efforts to build high performance teams to achieve a predefined target of 

an organization. Thus, team members operate with a high degree of interdependence, share 

authority and responsibility for self-management, accountable for collective performance and 

work toward a common goal and shared rewards. A team becomes more than just a collection of 

people when a strong sense of mutual commitment creates synergy, thus generating performance 

greater than the sum of performance its individual members. 

16.2 DEFINITIONS 

Team building is defined as “the process of establishing and developing a greater sense of 

collaboration and trust between team members to achieve common goals of an organization”. 

Team building is “a systematic process designed to improve working relationships and team 

functioning such as problem solving, decision making and conflict resolution that enables the 

group to overcome any goal blocking barrier”. 

Team building is defined as “the action or process of causing a group of people to work together 

effectively as a team, especially by means of activities and events designed to increase 

motivation and promote cooperation”. 

Adair describes team building as “an effective team as one that not only achieves its aims 

efficiently but is ready to take on more challenges if they arise”. 

Team building is defined as “an active process by which a group of individuals with a common 

purpose are focused and aligned to achieve a specific task or set of outcomes”. 

 

16.3 OBJECTIVES 

Team building can have many purpose and objectives. “Building a team” and “working as a 

team” are phrases commonly thrown around in the workplace. Team building, however, may be 

ineffective if participants do not have a clear understanding of the purpose of the associated 



objectives. A group of people who work together must have a good understanding of the 

organsiation’s objectives and how working as a team can create a sense of unity. The common 

general purpose for having team buildings is to: 

a) Improved Interpersonal and Communication Skills: Communication is vital for any 

company. If teams don’t communicate each other, such teams won’t reach their potential. Teams 

communicate in different ways and each team requires slightly different skills which relate to its 

role within the larger organization. A team which communicates well will achieve far more than 

one which doesn’t. 

b) Decreased Conflicts: Members of a team gain a better understanding of how personality 

types affect relationships with peers and subordinates, personal variances, the division of work 

and how the different departments interact leading to reduced conflicts among team members. 

c) Awareness of Team Culture: A team’s culture includes an organization’s goals and the 

relationships of those working within the organization. Team building helps develop team 

member understanding about the organization’s purpose and mission.  

d) Improved Effectiveness and Productivity: Memebers of a team learn that even though each 

person has a different job function, they all belong in the same department and can work 

together. As a result, team members are more likely to unify to accomplish the organization’s 

goals with the “big picture” in mind resulting in improved effectiveness and productivity of an 

organization. 

 

16.4  IMPORTANCE 

The purpose of creating teams is to provide a framework that will increase the ability of 

employees to participate in planning, problem solving and decision making to better serve 

customers. Increased participation promotes: 

 A better understanding of decisions 

 More support for and participation in implementation of plans 

 Increased contribution to problem solving and decision making 



 More ownership of decisions, processes, changes  

 High collaboration and the fostering of innovation and creativity 

 A deeper relationship and trust among team members 

 To reinforce the values and vision of a company through shared culture 

 Greater respect for not only each other but also for the company. 

 

16.5 TEAM MANAGEMENT 

The team members don’t start performing from the very beginning, they need time. It is not 

always that all the members would perform equally. Some of them might not get along well with 

their teammates or have other issues with each other. Individuals sometimes find it difficult to 

adjust to each other and as a result their performance suffers. Any individual fails to perform; the 

complete team is at a loss. Team management activities ensure that all the team members work 

together on a common platform for a common goal. Thus, team management refers to the 

various activities which bind a team together by bringing the team members closer to achieve the 

set targets. Team management is also defined as the ability of an individual or an organization to 

administer and coordinate a group of individuals to perform a task. Team management involves 

teamwork, communication, objective setting and performance appraisals. Moreover, team 

management is the capability to identify problems and resolve conflicts within a team. Effective 

team management can be achieved through transparent working environments, keep 

communicating with one another, providing valuable feedback to team members, encouraging 

team members to collaborate, trusting team members to do their job, preventing team to burn out 

i.e., setting positive boundaries of work, play and relaxation, setting team priorities and 

performance objectives, reviewing performance, and spearheading the team's decision making 

process. 

16.6. BUILDING AN EFFECTIVE TEAM  

12Cs for Team Building 

 

Executives, managers, and organization staff members universally explore ways to 

improve business results and profitability. Many view team-based, horizontal, 

https://www.thebalance.com/accomplishing-goals-resolutions-1919182


organization structures as the best design for involving all employees in creating business 

success. No matter what you call your team-based improvement effort depend on 

continuous improvement, total quality, lean manufacturing or a self-directed work teams, 

you are striving to improve results for customers. Few organizations, however, are totally 

pleased with the results their team improvement efforts produce. Successful team 

building, that creates effective, focused work teams, requires attention to each of the 

following:  

Clear expectations:Executive leadership must clearly communicate its expectations for 

the team’s performance and expected outcomes to align each area of the organization 

with the overall mission and vision. 

Context:In an effective team culture, team members understand where the work of their team 

fits in the total context of their organization's strategic plan and success goals. This is important 

because teams that feel that they are part of something bigger than themselves tend 

to experience increased engagement and work satisfaction. 

Commitment: The depth of the commitment of team members to work together 

effectively to accomplish the goals of the team is a critical factor in team success. The 

relationships team members develop out of this commitment are key in team 

building and team success. 

Competence:Does the team feel that it has the appropriate people participating? (As an 

example, in a process improvement, is each step of the process represented on the team?) 

Does the team feel that its members have the knowledge, skill, and capability to address 

the issues for which the team was formed? 

Charter: Has the team taken its assigned area of responsibility and designed its own 

mission, vision and strategies to accomplish the mission. Has the team defined and 

communicated its goals; its anticipated outcomes and contributions; its timelines; and 

how it will measure both the outcomes of its work and the process the team followed to 

accomplish their task? 

Control: Does the team have enough freedom and empowerment to feel the ownership 

necessary to accomplish its charter?Do team members hold each other accountable for 

project timelines, commitments, and results? Does the organization have a plan to 

increase opportunities for self-management among organization members? 
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Collaboration: Does the team understand team and group process? Do members 

understand the stages of group development? Are team members working together 

effectively interpersonally? Do team members cooperate to accomplish the team charter? 

Has the team established group norms or rules of conduct in areas such as conflict 

resolution, consensus decision making, and meeting management? 

Communication: Do team members communicate clearly and honestly with each other? 

Do team members bring diverse opinions to the table? Are necessary conflicts raised and 

addressed? Are team members clear about the priority of their tasks? Is there an 

established method for the teams to give feedback and receive honest performance 

feedback?  

Consequences: Are rewards and recognition supplied when teams are successful? Is 

reasonable risk respected and encouraged in the organization? Do team members fear 

reprisal?  

Coordination: Are teams coordinated by a central leadership team that assists the groups 

to obtain what they need for success? Is cross-functional and multi-department teams 

common and working together effectively?  

Culture Change: Does the organization recognize that the team-based, collaborative, 

empowering, enabling organizational culture of the future different than the traditional, 

hierarchical organization it may currently be? 

16.7  TEAM BUILDING ACTIVITIES 

Team building activities are conducted to teach team members skills needed in effectively 

working in a teamwork environment. These activities are aimed at several goals and objectives, 

such as the management development in which members of the team can discover effective ways 

to get accomplish tasks by cooperating with other team members. It can also give way to the 

discovery of potential leaders, as well as discover what they can accomplish by means of 

effective delegation..  

 

Another goal aimed by team building activities is the development of communication skills, by 

which team members are expected to learn the importance of communicating ideas and 

experiences among the group to accomplish goals. The activities can also help them learn to ask 
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for help and how much or how little communication there needs to be among co-workers. This 

can then help them learn how to set clear objectives and measure performance, as a team. Team 

building activities are also aimed at boosting the morale of employees. The sense of  

accomplishment they will feel after overcoming obstacles will soar the morale of the team. More 

so, they will discover how having fun and accomplishing goals can be the best morale booster 

around.  

 

The skills on strategic planning are also eyed to be developed by means of these team building 

activities. Team members can discover how to structure their planning time to produce maximum 

results, as well as learn how to avoid the planning pitfalls that every leader faces. Moreover, they 

get to learn guidelines for keeping the team focused on productive planning.  

 

Brainstorming and innovative breakthroughs are among the skills aimed to be developed from 

team members, in which they are expected to learn how to be an inside consultant to give 

breakthrough ideas. Other skills that team building activities aim to develop are the skills in 

managing difficult people, skills in leading organization change, skills in discovering training 

techniques that produce results, change management, becoming a high performance team, 

resolving conflict, setting goals and a lot more. 

 

EXERCISE 1 

Materials Needed: Enough 3x5 index cards to give one to each student.  

Total Time Required: 30 minutes  

Group Size: Entire class will work together.  

Instructions: Tell the students that they are to write their name on the front of the card. On the 

back of the card, have them number 1-5. Then tell them they are to take the card to 5 other 

students in the room and have them write a single adjective that describes the name of the 

student on the front of that card. The adjectives should always be positive and can describe the 

person’s looks, personality, traits, talents, etc. For example, a list might include: 1) nice smile 2) 

pretty hair, cute, funny, friendly, etc. Each student is to collect 5 adjectives from 5 different 



people. The people writing the adjectives don’t have to write their name or tell who wrote the 

adjective.  

After all the students have collected the five descriptors, have students trade cards and then come 

to the front of the room and introduce the person on the card by reading the five descriptors on 

the back and then announcing their names. That person comes up and reads another person’s 

card. Continue doing so until all students has had a chance to be introduced and introduce 

someone else.  

Debrief:  

This simple activity allows the students to get to know each other just a bit better. It forces some 

students to look at the positive traits of others. Some students will hear descriptors about 

themselves, they hadn’t realized or never heard before. It can be great for building self-esteem 

and creating a positive climate.  

NOTE: The descriptors must be positive. Negative remarks will greatly undermine the value of 

this activity. Encourage students to look for good traits and qualities in all students. 

 

EXERCISE 2 

TEAM ASSESSMENT 

 This questionnaire is a straightforward diagnostic tool for helping you to evaluate your team’s 

effectiveness at work together. It can be useful for all team members to complete the diagnostic 

and review their results, discussing any discrepancies and identifying the implications for the 

team.  

Instructions: use the scale below to indicate how each statement applies to your team. It is 

important to evaluate the statements honestly and without over analysing your answers.  

3 = Usually 2 = Sometimes 1 = Rarely  

1. Team members are passionate and unguarded in their discussion of issues.  

2. Team members point out one another’s deficiencies or unproductive behaviours.  

3. Team members know what their peers are working on and how they  

    contribute to the collective good of the team. 

 4. Team members quickly and genuinely apologise to one another if they say  

     or do something inappropriate or damaging to the team.  

5. Team members willingly make sacrifices (e.g. budget, turf, head count) in their  



departments or areas of expertise for the good of the team.  

6. Team members openly admit their weaknesses and mistakes.       

7. Team meetings are compelling, and not boring.  

8. Team members leave meetings confident that their peers completely commit to 

the decisions that were agreed on, even if there was initial disagreement.  

9. Morale is significantly affected by the failure to achieve team goals. 

10. During team meetings, the most important and difficult issues are put on the 

table to be resolved.  

11. Team members are deeply concerned about the prospect of letting down their peers.  

12. Team members know about one another’s personal lives and are comfortable  

      discussing them  

13. Team members end discussions with clear and specific resolutions and calls to action. 

14. Team members challenge one another about plans and approaches.  

15. Team members are slow to seek credit for their own contributions, but quick to  

      point out those of others.  

 

Scoring: place the scores for each statement in the appropriate boxes below and then total each 

column. 

Question Absence 

of 

TRUST 

Fear of 

CONFLICT 

Lack of 

COMMITMENT 

Avoidance of 

ACCOUNTABILITY 

Inattention to 

RESULTS 

1      

2      

3      

4      

5      

6      

7      

8      

9      

10      



11      

12      

13      

s14      

15      

TOTAL      

 

Diagnosis: 

A score of 8 or 9 in each area is a probable indication that the issue is not a problem within your 

team.  

6 or 7 indicates that the issue could be a problem.  

3 to 5 is probably an indication that the issue requires some action to resolve.  

Regardless of your scores, it is important to keep in mind that every team needs constant work, 

because without it even the best teams can deviate. 

Exercise 3 

Lost at Sea 

In this activity, participants must pretend that they've been shipwrecked and are stranded in a life 

boat. Each team has a box of matches, and a number of items that they've salvaged from the 

sinking ship. Members must agree which items are most important for their survival. 

Uses 

This activity builds problem-solving skills as team members analyze information, negotiate and 

cooperate with one another. It also encourages them to listen and to think about the way they 

make decisions. 

What You'll Need 

 Up to five people in each group. 



 A large, private room. 

 A "lost at sea" ranking chart for each team member. This should comprise six columns. 

The first simply lists each item (see below). The second is empty so that each team 

member can rank the items. The third is for group rankings. The fourth is for the 

"correct" rankings, which are revealed at the end of the exercise. And the fifth and sixth 

are for the team to enter the difference between their individual and correct score, and the 

team and correct rankings, respectively. 

 The items to be ranked are: a mosquito net, a can of petrol, a water container, a shaving 

mirror, a sextant, emergency rations, a sea chart, a floating seat or cushion, a rope, some 

chocolate bars, a waterproof sheet, a fishing rod, shark repellent, a bottle of rum, and a 

VHF radio. These can be listed in the ranking chart or displayed on a whiteboard, or both. 

 The experience can be made more fun by having some lost-at-sea props in the room. 

Time 

Flexible, but normally between 25 and 40 minutes. 

Instructions 

1. Divide participants into their teams, and provide everyone with a ranking sheet. 

2. Ask team members to take 10 minutes on their own to rank the items in order of 

importance. They should do this in the second column of their sheet. 

3. Give the teams a further 10 minutes to confer and decide on their group rankings. Once 

agreed, they should list them in the third column of their sheets. 

4. Ask each group to compare their individual rankings with their collective ones, and 

consider why any scores differ. Did anyone change their mind about their own rankings 

during the team discussions? How much were people influenced by the group 

conversation? 

Solution: Now read out the "correct" order, collated by the experts at the US Coast Guard (from 

most to least important): 



 Shaving mirror. (One of your most powerful tools, because you can use it to signal your 

location by reflecting the sun.) 

 Can of petrol. (Again, potentially vital for signalling as petrol floats on water and can be 

lit by your matches.) 

 Water container. (Essential for collecting water to restore your lost fluids.) 

 Emergency rations. (Valuable for basic food intake.) 

 Plastic sheet. (Could be used for shelter, or to collect rainwater.) 

 Chocolate bars. (A handy food supply.) 

 Fishing rod. (Potentially useful, but there is no guarantee that you're able to catch fish. 

Could also feasibly double as a tent pole.) 

 Rope. (Handy for tying equipment together, but not necessarily vital for survival.) 

 Floating seat or cushion. (Useful as a life preserver.) 

 Shark repellent. (Potentially important when in the water.) 

 Bottle of rum. (Could be useful as an antiseptic for treating injuries, but will only 

dehydrate you if you drink it.) 

 Radio. (Chances are that you're out of range of any signal, anyway.) 

 Sea chart. (Worthless without navigational equipment.) 

 Mosquito net. (Assuming that you've been shipwrecked in the Atlantic, where there are 

no mosquitoes, this is pretty much useless.) 

 Sextant. (Impractical without relevant tables or a chronometer.) 

 

Advice for the Facilitator 



The ideal scenario is for teams to arrive at a consensus decision where everyone's opinion is 

heard. However, that doesn't always happen naturally: assertive people tend to get the most 

attention. Less forthright team members can often feel intimidated and don't always speak up, 

particularly when their ideas are different from the popular view. Where discussions are one-

sided, draw quieter people in so that everyone is involved, but explain why you're doing this, so 

that people learn from it. 

EXERCISE 4 

Win, lose or draw (15-30 minutes) — This is another classical team game, which can be very 

easily executed. You need paper, pen, and a flipchart/whiteboard. Think of items that fit into 

certain categories. These can be generic or specific to the team. For example, generic categories 

include food items, places of interest, idioms. Team-specific categories include computer 

technologies for computer scientists, business ideas for startups, schools and students for 

teachers. Split the group into 2 teams. Each team takes turns to play. The team that plays will 

nominate an artist, who will draw a “list” of items to draw. The only hint to his teammates will 

be the category name. They then have 1-3 minutes to draw the items on that list, without writing 

nor speaking. Switch around to another team after the time limit. Swap artists with each round, 

and repeat for 4-5 rounds. Collate the final results to find the winning team.  

This activity brings coworkers together and gets them communicating with the common goal of 

solving a problem, but it also allows for leaders to emerge and take control of the task. 

EXERCISE 5  

A Truth and A Lie (0.5-1hour) – Have each member introduce themselves by stating their 

name plus one truth about themselves and one lie. After each person makes their statements, 

allow for a quick open conversation where everyone questions each other on their two 

statements. The idea is to convince the other members that your lie is actually a truth, while 

guessing the truths/lies of the others. After the questioning period, vote as a group on each 

member’s statement. Points are awarded for each lie guessed right or for stumping other 

members on your own lie.  



This exercise helps to get to know your coworkers better and encourages group interaction and 

communication. (Optional: Increase the difficulty by having 2 truths and 1 lie, or 2 lies and 1 

truth. Remove the open conversation segment if time is constrained). 

EXERCISE 6 

An introductory activity that gets participants listening to one another. And in doing so, finding 

out about each other’s value. Participants form two circles, one inside the other. As the circles 

rotate in opposite directions, participants are faced with different colleagues who ask and 

respond to a series of questions. 

INSTRUCTIONS 

Participants: 6 – 60 

Time          : 15 – 30 minutes 

Key themes:  Communication, Trust, Teamwork, Motivation 

PRE – WORK: 

Make a note of the questions and the order in which you are going to ask them. 

EQUIPMENT AND LAYOUT 

Sufficient floor space for circles of 6 – 20 people. A whistle and a stopwatch. 

RUNNING THE ACTIVITY 

1. Split the group into two equal teams (if you have an odd number of participants, join in 

yourself to even the numbers) 

2. Ask one team to stand in a circle, facing outwards 

3. Ask the second team to create a slightly larger circle around the first, facing inwards 

4. Explain to the two teams that they are about to greet one another (shake hands) and that those 

in the inner circle will ask a question (determined by the facilitator) of the person opposite 

them. Point out that these will be open questions and there can be no wrong answers 



5. The respondent standing in the outer circle will have 30 seconds to give their answer before 

the whistle blows and they must be silent, as they answer, the questioner must just listen and 

not speak 

6. As a facilitator, you must then ask those who responded in the outer circle to ask the same 

question of their partner in the inner circle. Once again, the respondent to the question will 

have 30 seconds to give their answer before the whistle blows and they must be silent 

7. Congratulate the group on their first attempt even though there may well have been some 

confusion 

8. Explain that they are now going to repeat the exercise with a new partner. To find their new 

partner the inner circle must move clockwise one place and the outer circle must move 

anticlockwise one place. Expect some confusion, normally sufficient numbers will have 

understood to ensure that everyone finds their place without the facilitator needing to repeat 

the instruction. 

9. Repeat the exercise using the same question twice more, alternate which circle asks the 

question first in order to give equal thinking time 

10. After three rounds when the participants are facing their fourth partner, introduce a new 

question, slightly more challenging than the first. 

11. Continue to introduce a more challenging question every few rounds 

12. Call a halt when you detect that the questions have gone as far as is necessary 

 

SAMPLE QUESTIONS 

 

1. How did you get here? 

2. Where would you like to be? 

3. Who do you admire most? 

4. Who has influenced you? 

5. What does success look like to you? 

 

REVIEWS AND CONCLUSIONS 
 

How did it feel to answer such open questions? Did you hear different answers to the same 

question? How did your own answers alter as the exercise progressed? Which was the toughest 

question to answer? 

______________________________________________________________________________ 



SELF ASSESSMENT QUESTIONS 

 

1. What is Team Building? What are the objecives of Team Building? 

2. Explain the process of Team Building. 

3. Explain the importance of Team Building. 

4. What are the 12 C’s of Team Building? 

5. Differentiate Team anda  Group. 

6. Explain how interpersonal relations in a team can be promoted? 

7. How can we measure the team effectiveness? Suggest some measures to improve team 

effectiveness? 
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