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Introduction

Organizational development (OD) is an applicatif)n of behavioural S(?i?l'lce to
organizational change. It encompasses a wide array of theories, processes, and activities, all
of which are oriented towards the goal of improving individual organizations. G.enerall.y
speaking, however, OD differs from traditiona.l o'rg‘anizational cha.nge techniques in the.lt it
typically embraces a more holistic approach that is aimed at transforming thought and behaviour

throughout an entity.
OD has a fascinating history and has become a fundamental part of the drive for

engineering change within business.
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702 Human Resource Development
o z
Organisational Development .
isati i 1tu

to the improvement of organisational effectiveness. It const

: i 1 Science a )
be defined as a Behavioura PProacy,
Lo tes long-range effort to:

«  Improve the problem solving capacity of the organisation

~ = 1 e
. Foster effective management oI the organisation cultur

«  Improve the effectiveness of work groups/teams. It is specifically concerned witp,

«  The organisation climate, organisation culture —i.e.. norms, values, power structure

J Worker commitment

e  Structure of roles in organisation - incorporating organisational structuring and
organisational restructuring

»  Inter-group collaboration

«  The combination of the authority based in roles with the authority based in
knowledge and skills -

Pum

The creation of an open system,of communication —vertically, horizontally and
diagonally

Management development; the management of organisational change; and the
management of conflict.

Definition

]’)efi.nitions of OD abound, but they are all predicated on the notion of improving
organizational performance through proactive activities and techniques. It is also worth

noting that organizational development, though concerned with improving workforce
performance, should not be mistaken for human resource development

Organization development is the planned process of developing an organization to be

more effective in accomplishing its desired » )
i goals,” wrote Rima Shaffer ; inciples 0
Organization Development. “It is distinguished from tin Friaeip /

human resource d in that
e s evelopment, in tha
cI){chIi)ei(:l::S?S Oltlhthe personal growth of individuals within organizations whifc OD focuses
ping the structures, systems, and proce Coy s ’
s ki ’ ’ sses - ;
organizational effectiveness.” d Within the organization to improve

Basics of Organizational Development
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efforts are aimed at creating a behaviourally
and prevent problems.

Objectives of OD

The objectives of OD may be stated as follows :

*  Improved organizational perfo

. . Imance as measured by profitability, market share,
innovativeness, etc.

. Better adaptability of the organization to its environment

¢  Willingness of the members to face organizational problems and contribute creative
solutions to' these, problems |

. . f . . . .
° Improvement in internal behaviour patterns such as inter personal relations, inter
group relations and iftvolvement in planning for organizational development.

Characteristics of Organisational Development

OD programs usually share several basic characteristics.
*  They are considered long-term efforts of at least one to three years in most cases.

P OD stresses collaborative management, whereby managers and employees at
" different levels of the hierarchy co-operate to solve problems.

«  OD also recognizes that every organization is unique and that the same solutions
cannot necessarily be applied at different companies—this assumption is reflected

in an OD focus on research and feedback.

value of teamwork and small

i i the
ams there is an emphasis on mwor
. e i fact s—or even individuals—as a

groups. In fact, most OD systems use small team
vehicle to implement broad organizational changes.

Th i divi —_ ili is known
individual—that facilitates the oD process 18

€ catalyst whether a group or 1ndivl . v . ) .

as the “change agent ” Change agents are often outside consultants with experience managing

. ¢

' i i tilize inside managers. The advantage o

--OD programs, although companies sometimes U : . e

brin:irnggin Ot’ltside O%) consultants is that they often provide a different lpe;ipe;:r; e
have a less biased view of the organization’s problems and needs. The primary
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o ey may lack an in-depth understanding of key

i i i agents is that th

ciated with outside change agen : L el AR
?:ss:l)esl articular to the company. In addition, outside change agegts mre;); ke ;Cun.ng
lthe tru:t and co-operation of key players in the organization. For these - Panieg

j ine the advantages of interng]

employ an external-intern m approach, which seeks to combin X
ploy an external-inter al team approach, Wi _ '

and external change agents while minimizing the drawbacks associated with the twg

approaches.

“Once we recognize that organizational development involves substantial changes ip

how individuals think, believe, and act, we can appreciate _th? necessity oquomeonc to play
the role of change agent. But who should play the role? Exlst.mg managers 'New. managers?
Or individuals hired specifically for that purpose? Depending upon the situation, any .of
these can be called upon to orchestrate the organizational development process. The point
is that the role of the change agent is necessary for organizational development to occur.”

Models of Organizational Development

Three models of OD are popular- namely:

e  KurtLewin’s Unfreezing-Changing and Freezing Model
e  Griener’s — Equential Process and

o  Leavitt’s System Model

Kurt Lewin’s Unfreezing-Changing and Freezing Model

According to Lewin, successful change requires unfreezing the status quo, changing to
a new state, and refreezing the new change to make it permanent. The status quo can be

considered an equilibrium state. Moving from this equilibrium requires unfreezing, which
can be achieved in one of the three ways:

1. The driving forces, which direct behaviour away from the status quo, can be

increased.

The restraining forces, which hinder movement from the existing equilibrium, can
be decreased.

3. The two approaches can be combined.

3 m(:n:e. utnfr;:em'ng has been accomplished, the change itself can be implemented. However:

thmeforr ° 1:erod ucm;n of change dges not ensure that it will take hold. The new situation
“c _s to. e refrozen SO 1t can be sustained over time. Unless this last step i

-attended to “there is-a very strong chance-the change wi STETive '

, . 11 be short-lived and ees will
revert to the previous equilibrium state. The objective of fefreec;i lived and employee

ituati : . ng, then, i abilize the
new situation by balancing the driving and restraining forces , ticie
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ewin’s Description of the Changing Process
Unfreezing —— Changing— Refreezing

Lewin’'s three-step process treats change as a break in the organization’s equilibrium
rate. The status quo has been disturbed, and change is necessary to establish a new
:quilibrium state. This view might have been appropriate to the relatively calm environment
hat most organizations faced 30 or 40 years ago. But one can argue that this is not the
ypical state current managers have to negotiate.

Griener’s — Equential Process Model

Change according to this model is in terms of certain sequential stages. It is initiated by
.xternal pressure or stimulus on the top management and is motivated to take action. The
succeeding stages of intervention by the change agent are: diagnosis of the problem, invention
of a new solution, experimentation with that solution and reinforcement from positive results.

-~ """1 ’;‘Q,.‘ﬁ,

Leavitt’s System Model ok
Leavitt’s model focuses on the interactive nature of the various sub-systems in a change

process. Organisation is a system of four interacting sub-systems — task, structure, people

and technology. Change in any one of the sub-systems tends to have consequences for the

other sub- systems. Hence, OD effort should not only focus on the intended change but also
on the effects of change on the other sub-systems.

Managing Change Through Organizational Development

t initiatives do not automatically succeed. The benefits of

effective OD programs are myriad, as many executives, managers, and business owners will
attest. But OD interventions that are pursued in a sloppy, half-hearted, or otherwise faulty
manner are far less likely to bring about meaningful change than those that have the full
support of the people involved. Several conditions have to be present if an OD intervention

could have any meaningful chance of bringing about the desired change:

Ownership and all involved personnel needed to be genuinely and visibly committed

Organizational developmen

to the effort.
lved in OD have to be informed in advance of the nature of the

° People invo
and the nature of their involvement in it.

intervention

The OD effort has to be connected to other parts of the organization; this is

especially true of such areas as the evaluation and reward systems.
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406 Human Resource Developmeni - |
" «  The effort has to be directed by appropriate managers and guided by change agents
(which, if used, must be competent). | i |
. The intervention should be pased on accurate diagnosis of organizational conditigy,
. Owners and managers should show their cor'nmitment to OD_ at all stages of the
effort, including the diagnosis, implementation, and evaluation.
. Evaluation is key to success, and should consist of more than asking people hoy
they felt about the effort.
«  Owners and managers need to show employees how the OD effort relates to the
organization’s goals and overriding mission.
Implementing OD Programs

<laphe

OD efforts basically entail two groups of activities: “action research’™ and “interventions.”
'Action research is a process of systematically collecting data on a specific organization,
feeding it back for action planning, and evaluating results by collecting and reflecting on
more data. Data gathering techniques include everything from surveys and questionnaires

to interviews, collages, drawings, and tests. The data is often evaluated and interpreted
using advanced statistical analysis techniques.

Action research can be thought of as the diagnostic component of the OD process. But
it also encompasses the intervention component, whereby the change agent uses action
plans to intervene in the organization and make changes, as discussed below. In a continuous
process, the results of actions are measured and evaluated and new action plans are devised

to effec;t new changes. Thus, the intervention process can be considered a facet of action
research.

OD interventi - : |
ki inentmnsf are plans or programs comprised of specific activities designed 10
ge 1n some facet of an organization. Numerous interventions have been developed

effec

. se desi . .
,and attitudes. Entities attempti gned to transform individual and group behavioV!

: Ing smaller changes wi
temp will
erventions targeted Primarily toward operatii e

P short of those goals, apply e
_ IIs, and personnel policies.

g policies, management structures, Work.e[
Organization development programs W'
€S€ Interventions. A few of the more POPUM
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Culture Creation

Culture creation occurs in three ways, First, found ire ;
think and feel the sameway they do. Second, they indo::rj:;iz ::: rs:&gggytﬁmployees .
(o their Wy of thinking and feeling. And finally, the founders’ own behavio e e
model that encourages employees to identify with them and thereby internaliljzl;aa:;::ilfi Z al'r(i’le
salues, and assumptions. When the arganization succeeds, the founders’ vision becomez :l:eest;

as a primary determinant of that success. At this point, the founders’ entire personality becomes
embedded In the culture of the organization.

The culture at Hyundai, the giant Korean conglomerate, is largely a reflection of its
founder Chung Ju Yung, Hyundai’s fierce, competitive style, and its disciplined, authoritarian
nature are the same characteristics often used to describe Chuﬁg. Other contemporary examples
of founders who have had an immeasurable impact on their organization’s culture would

include Bill Gates at Microsoft.

Once a culture is in place, there are practices within the organization that act to
maintain it by giving employees a set of similar experiences. For example, many of the
human resource practices we discuss in the next chapter reinforce the organization’s culture.
The selection process, performance evaluation criteria, training and development activities,
and promotion procedures ensure that those hired fit in with the culture, reward those whe
support it, and penalize (and even expel) ‘those who challenge it. Three forces play ¢
particularly important part in sustaining a culture, selection practices, the actions of tor

management, and socialization methods.
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o— the selection process is to identify and hire individug)g

d abilities tO perform the jobs within the organizaig,
andidate will be identified who meets any given jopy
d. it would be naive to ignore that the final decj sion

. ision maker’s judgement of b
is hi j ignifi afluenced by the decisio w
as to who is hired will be s1gn1flcantly 1 . This attempt o ensure a proper match

well the candidates will fit into the organiza . : .
hether purposely or inadvertently, results in the luring of people whp have values essentially
iy . ' tion, or at least a good portion of those values, [y

consistent with those of the organiza . : e
addition, the selection process provides information to applicants about the organization,

Selection: The explicit goal of
who have the knowledge, skills, an
successfully. Typically, more than one €
requirements, When that point is reache

Candidates learn about the organization and, if they perceive a conflict between 'their
values and those of the organization, they can self-select the?mselves out of the aPPIICant
pool. Selection, therefore, becomes a two-way street, allow1.ng employer or a.ppllcant to
abrogate a marriage if there appears to be a mismatch. In th'ls. way, the sele'ctnon process
sustains an organization’s culture by selecting out those individuals who might attack or

undermine its core values.

s et

Top Management: The actions of top"r'ffﬁn'i;gement also have a major impact on the
organization’s culture. Through what they say and how they behave, senior executives establish
norms that filter down through the organization as to whether risk taking is desirable; how
much freedom managers should give their employees; what is appropriate dress; what actions
will pay off in terms of pay-raises, promotions, and other rewards and the like.

Organizations, over time, often develop unique terms to describe equipment, offices,
key personnel, suppliers, customers, or products that relate to its business. New employees
are frequently overwhelmed with acronyms and jargon that, after six months on the job,
have become fully part of their language. Once assimilated, this terminology acts as 2
common denominator that unites members of a given culture or sub-culture.

Creating an Ethical Organizational Culture

he content and strength of a i m

T culture influences an organization’ i i d
. : on ate an
the ethical behaviour of its members. ; > erieal e

An izati .
i (())lregrz;r:zan?nal culture most {1kely to shape high ethical standards is one that’s high
outcomes Man:’ ow to moderate in aggressiveness, and focuses on means as well 3
: gers 1n such a culture are supported for taking risks and innovating. ar

discouraged from engaging i '

gaging in unbridled competition i
~ , and wi i oals
are achieved, as well as to what goals are achieved ! pay attention to how ¢

A strong organizational culture
If the culture is strong and supports
positive influence on employee be

l;\:vl-»ll exert moreinfluence on employees than a weak 01¢
hlg}‘1 ethical standards, it should have a very powcrful and
aviour. Johnson & Johnson, for example, has a strong
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encourages pushing the limits can be a powerful force ip shapin
4 S .

ipstance, Enron’s aggressive culture, with unrelenting pressure on e

earnings, encouraged ethical corner-

collapse.

g unethical behaviour. For

. xecutives to rapidly expand
cutting and eventually contributed to the company’s

What can management do to create a more ethical culture? We suggest a combination of
the following practices:

«  Be a visible role model. Employees will look to top-management behaviour as a |
benchmark for defining appropriate behaviour. When senior management is seen
as taking the ethical high road, it provides a positive message for all employees.

» Communicate ethical expectations. Ethical amt‘)'i‘g‘uities can be minimized by
creating and disseminating an organizational code of ethics. It should state the
organization’s primary values and the ethical rules that employees are expected
to follow.

«  Provide ethical training. Set up seminars, workshops, and similar ethical training
programs. Use these training sessions to reinforce the organization’s standards of
conduct; to clarify what practices are and are not permissible; and to address possible
ethical dilemmas. Visibly reward ethical acts and punish unethical ones. Performance
appraisals of managers should include a point-by-point evalugtion of hf)w his or
her decisions measure up against the organization’s code of ethics. Appraisals must
include the means taken to achieve goals as well as the ends themsel.ves. People
who act ethically should be visibly rewarded for their behaviour. Just as importantly,

unethical acts should be conspicuously punished.

*  Provide protective mechanisms. The organization needs to provide forfnal
mechanisms so that employees can discuss ethical dilemmas and re.port uneth.lcal
behaviour without fear of reprimand. This might include creation of ethical

counsellors, ombudsmen, Or ethical officers.

Creating a Customer-Responsive Culture

r indifference to customers.
hat their phone conversations
Jesperson-can-be-a challenge.

French retailers have a well-established reputation fsot
alespeople. for instance, routinely make it clear to cu_;tomc:lrs.zi
"ould not be interrupted. Just getting any help at all from
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o owner of a Paris store -

:\nd no one in France finds it particularly surprising thaltl trl:]eoming N fgetshom d

complain that he was unable to work O p bﬁlng

bothered by customers.

n his books a

Most organizations today are trying very hard to be un-FreﬂtiZ:elltl;:-t 1;1}:2, ?Sret;ttempling
to create a customer-responsive culture because the.y re]ffotglr:ave B Ce lpath o
customer loyalty and long-term profitability. Companies tha Stive Ciarden. W u tu.res\
like Southwest Airlines, FedEX, Johnson & Johnson, Nordstrom, 1\:: arb e.;l], alt Dlsney
theme parks, Enterprise-Rent-A-Car, Whole Foods, and LL Bean——. ave. uilt a strong ang
loyal customer base and have generally outperformeq thelr‘ com‘petltors m. revenue growth
and financial performance. In this section, we will briefly identify the variables that shape
customer-responsive cultures and offer some suggestions that management can follow fo

creating such cultures.

Managerial Action

Based on the previously identified characteristics, we can suggest a number of actions

that management can take if it wants to make its culture more customer-responsive. These

actions are designed to create employees with the competence, ability, and willingness to
solve customer problems as they arise. a S

Selection: The place to start in building a customer-responsive culture is hiring service-
contact people with personality and attitudes consistent with a high service orientation.
Southwest Air is a shining example of a company that has focused ill hiring process on
selecting out job candidatés whose personalities aren’t people-friendly. Job applicants g0
through an extensive interview process at Southwest in which company employees and

execu.Jtives carefully assess whether candidates have the outgoing and fun-loving personality
that it wants in all its employees.

't.Stuldles show that friendliness, enthusiasm, and attentiveness in service employee
pﬁ:ll .1t\'1e y affect.customers perceptions of service quality.” So managers should look for thes®
qualities in applicants. In addition, job candidates should be screened so new hires have (¢

hav -
focus. The content of these training progray € attempted to move away from their prod. i

. - ruslils ms will vary widel improvife
product knowledge, active listening, showing patience, and gi::ltasyl-;z:l:rflo?osn{;n "
' otions.
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In addition, even new employees who have a customer-friendly attitude may need to

understand management’s expectations. So all new service-contact people should be socialized
into the organization’s goals and values. Lastly, even the most customer-focused employees
can lose direction every once in a while. This should be addressed with regular training
updates in which the organization’s customer-focused values are restated and reinforced.

Culture and Nations

As business gets global, the culture of a country becomes an important determinant of
peoples’ behaviour. Stories, rituals, language, traditions etc., of the country impacts the culture
of the organization of that country. For instance, cultures differ widely in terms of their
concept of time. Besides the obvious implications for punctuality, the difference also lies in
how people from different cultures use their time. Many Western cultures (e.g. U.S., Germany,
Switzerland etc.) are highly ‘mono-chronic’, i.e., people from these cultures prefer to deal
with one task at a time. Thus, it is normal that a German would plan out every activity in a_
step-by-step manner. On the other hand, many Latin and Asian countries (e.g. India, Brazil,
Spain, Arab Countries etc.) have a ‘polychrome’ orientation, i.e., it is quite normal for
people to deal with more than one activity’ at the same time;<(it'would not be unusual for an
Italian or Latin American to interrupt a meeting to make a personal call).

People from polychrome cultures find monochronic cultures too mechanical,
compartmentalized, and rigid. On the other hand, people from a monochronic background
find polychronism to be an evidence of lack of focus and sincerity.

Similarly, in more individualistic countries (e.g., U.S., Australia, U.K. etc.), it is culturally
acceptable to speak one’s mind and express disagreements. For a person coming from a
. collective culture (e.g., Mexico, Indonesia, Japan, China etc.), such expressions would be
perceived as discourteous, and even aggressive. On the other hand, in collective cultures,
disagreements are expressed (if at all) in more subtle manner, which to a person coming from
individualistic culture, would look as dishonest and lacking in trustworthiness.

Social Institutions

Countries differ considerably in the kind of social institutions they have - e.g., the way
their education system functions, the way financial system works, the structures of governance
etc., — which have a direct impact on how business is conducted in that country. While often
not recognized as such, these social institutions are important repositories of a country's
culture, and often embody its basic values and assumptions, The educational system in
Germany has a heavy emphasis on technical and apprenticeship training. It is quite common

for the CEO of a German company to have grown through the Meister system of apprenticeship
training, while the MBA education is quitc unknown.
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B-

INDIA M
CANADA . =
The process of doin'g business moves fast. 'll'he:i process 1s more time consummg\k)ng
a

isi ing i :imes and expanded time frames are requireq
R Indians take a long time to make decisiong or
finalize agreements, but once truygt is

established, decisions are often made quickly,

Indians are fast to move to a deal or agree o,

common interests, but slow to complete

negotiations. They are more concerned with

substantive issues like credit and reliability,

Decisions are always taken by the top-leve]

management. Local bureaucracy also slows

AP R R pace, thereby making the process of decisi¢i™*
Y making very lengthy.

Attitude is ‘business to business’: Greater emphasis is placed on personal

efficiéncy, quality, accountability, relationships, which is considered key to a

and time, are the key words. business agreement, and is often regarded as
a prerequisite to efficiency, quality, and
accountability.

Partnership is more legal

Partnership is built on long-term, personal
Or is a contractual agreement.

relationships, through the establishment of
trust. Good rapport is considered more

important than a signed agreement.
Personal connections are not as

Business partners who are well connected are
important as the business itself.

generally considered very important for‘a
successful business venture, as business IS
generally conducted through connections and
Personal contacts. Nepotism is high; each layer

of the society has its own old boy network.
Direct style of Communication is preferred.

Indirect style of communication is genera"Y
the norm; Sometimes negotiated thfo”gh, ‘
third party for the sake of harmony, essential
for maintaining business relationships. prefef

y 0
to say what the other party wants to hear, !
avoid disharmony,

-
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Monochronic People

Polychronic People

Do one thing at a time.

Concentrate on the job.

Take time commitments (deadline€s,
schedules) seriously.

Are low-context and need information.

Are committéd to the. job. Adhere
religiously to plans. «.. :

Are concerned about not disturbing
others; follow rules of privacy and
consideration.

Show great respect for private property;

seldom borrow or lend.
Emphasize promptness.

Are accustomed to short-term
relationships.

Do many things simultaneously.

Are highly distractible and subject to
interruptions.

Consider time commitments an objective to be
achieved, if possible.

‘Are high-context and already have information.

Are committed to people and humdn ™ ww

~ relationships. Change plans often and easdy

Are more concerned with those who are closely
related (family, friends, close business
associates) than with privacy.

Borrow and lend things often and easily.

Base promptness on the relationship.

Have strong tendency to build lifetime
relationships.

Review Questions

1. Whatis organizational culture ? Are cultures the same across organizations? Explais

with suitable examples.

2.  Explain the relationship between culture and ethics or values.

3.  How is a responsive culture created ?

4. What are the implications of different cultures on managers?
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ORGANISATIONAL
EFFECTIVENESS

Organisational Effectiveness

Management of People

Less Effective Chief Executives

R L b~

Effective Communication

Organisational Effectiveness

As the pace of change quickens, and as organisations become flatter isationa
effectiveness has become a competitive weapon. While possession of it ig a, or_gamsatlon'
advantage; the lack of it is a potentially career-ending weaknesgg. In s .tmajor s.trate.gl]u
performance organisations are rare. Only 11% of business leaders belieye I:;l "f of thlS-. h%g
s highly effective (see chart below). Many more believe their Organisatiop helr organisatio
The ailments, whatever they are, are clearly widespread. olds them back

A recent survey of business leaders indicates that they are convinc

' : : ed ap .
f organisational effectiveness. What is needed is guidance on the ‘Wha out the ‘why

" and the oy,
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. . o
ed with the statement culture is the true source of competitive advantage’,
70% a8re ¢ ‘culture erodes if not actively nurtured’.

g1 agreed th

only 11% of business leaders believe thejr

organization is highly effective

“Holds us “Suffident for “Helps
back” achieving the business
reasonable outperform®
success”

(Source: EIU survey of business leaders [n = 202])

The paradox of organisational effectiveness, simply stated, is thi-s — everyone knows
the principles of effective organisation, yet few consistently put them into practice.

A high performance organisation is enormously valuable, yet few achieve it and
many don’t even try .

Everyone knows that organisation is complicated and multi-dimen.swnal, yet few
have identified the culture they need and actively manage towards it.

Even high performance organisations must evolve, yet few rigorously assess
organisational health over time.

S ilments that undermine organisational health have been identified.
€ven common ai

1. Integrated Approach is Essential

N living organisms with an ecosystem all of their own. Every element of
" Organisations ;n:h::pgsitive or negative, has evolved for a purpose and plays a role.
€o isation, whe . .
Chdn‘:anlsazfge thought through from the perspective of the overall system
anges mu

ent of an organisation is rarely effective. An example of this wou-Id

Solving for one elerT:o introduce forced ratings and ranking__s_ of its people, as part'of l.tS

o Pari'a necaa anc?l:h performance culture. It ran into well-publicised difficulties in
drive to develop a hi
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774 Hum d approach are essential. Ther, .

— framework an CCTe are g |
ed 1rd : the weak ivg
) ! rong as akest ]

implementing t effectiveness is as strong ink ._

his policy. An integrat

‘cational
things to get right, and organisationd " T .
o — Lo s@vrhip Dehavisurs |

Gauls and solus |

Dexislon mabing

2. Beacon-on-the-Hill

As with all complex issues, it helps to have a clear picture in mind from the outsetof j

what success looks like. Call this the Beacon-on-the-Hill. 1

Beacon-on-the-Hill

— - b --;_..:_,(._-., 2P Irr”‘:m~1. D e Wiy
AR i by
Vawar avd ga sl * Bwned
Lastasig b avio s LI VSR e
' & Cabpping

Patnies mising * Cwaged

Mansgenant processme o [ Ty ¢ o5

Tasest . * Vabee-sdiing

Moo ity et » Oewp Shiwel Spiorsd

cmna....". p “m“" * Mardocanoy

Fam 000 uppont v Obupy = * Comictarkhigh qually ssoodieh .

PasPowvianens duldure a - fe ?
h Y
m”mm.,m""“ » Tnink s oot the smme 1

¢ Coningons swobiion
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Management of People, Managerial Expertise and Effective Communication - play an

’
Nobody S
ed on our research, high performance organisations are not perfect, just a little bit
¢ on each dimension.

vrsunsational Effectiveness
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perfect and nothing lasts forever

| High performance organizations are a lite bit
better on every dimension
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General Management Competencies

mportant role in achieving effectiveness.

This group of competencies focuses on the capability of chief executives to ensure their
tpartments operate efficiently and effectively. Demonstration of these competencies would

tveal the ability to:

organise, develop and motivate staff and manage their performance to enhance
their contribution towards achieving the department’s current and future goals

and objectives;

adapt highly effective management practices to organise and integrate a wide
range of production and support and long-term and short-term functions and
activities, and manage the resources of the department to achieve identified goals

and results; and
use oral and written communication skills to establish a dialogue with and inform,

persuade and influence a range of people to create an environment in which the
organisation operates effectively.

-9
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. Management of People

A

Concerned with maximising the quality and contributiong of

staff g achieve
department’s goals and objectives, now and in the future.

“...we have a very high people input and so management of people is Critically impo

»

“...the CE’s job is like the conductor of an orchestra. You can’t make musjc 0N Your gy
as a conductor ...”

“...the CE could motivate people to achieve excellence ...

Highly effective chief executives arouse interest and control and s
performance levels. They lead by example, are enthusiastic, positive in their attitude anq

objectives. They delegate full authority and responsibility to appropriate levels
and empower staff to usé theTr it ative in achieving or e

behind closed doors.

Indicators of highly effective behaviour are:

*  Provides a clear sense of direction ang PUIpose to others -

* Inspires others, communicates a shared view, v

: hich gene
enthusiasm and commitment to the department’s mi

rateg : :
ssion, motivation,

*  Is“visible” and models exemplary leadership qualities and behay;q,,

IrS.

*  Delegates full authority, responsibility and accountability to 3Ppropriate levels
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—®

EmpOowers staff and encourages autonomous action.

Recognises the importance of having overall managerial Strength, and by; 1ds a strop
corporate management team. s

Ensures appropriate human resource Mmanagement systems and Procedures are in
place for motivating, directing and sustaining optimal levels of work performance

Displays an appropriate sense of humour and fun.

Aligns human resource policies and practices with the strategic direction of the
organisation.

Ensures all human resource management practices, incorporate equal employment
opportunity principles.

Confronts and deals with others openly and directly about performance problems.
| GEATR

dicators of ineffective behaviour are:

Fails to identify, describe and establish an appropriate culture within the
organisation.

Unable to stimulate a high level of productive and focused performance and
consistently fails to deal with people in a way which satisfies their needs. -

Acts in a manner that is inconsistent with generally accepted leadership qualities
and behaviours.  _.

Exhibits an approach based on control, direction and derived authority rather
than involvement and earned authority.

Delegates reluctantly or delegates inappropriately in relation to position in
organisation, abilities and skills.

Tends towards controlling others and provides little opportunity for self directed
performance or development.

Uses inappropriate styles and methods in managing, guiding, advising or directing

others towards task accomplishment. .
Unable to secure the co-operation and commitment from subordinates and from
na

others within and outside the department.
Adopts a serious task orientated approach and/or uses humour and fun

inappropriately.
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Managerial Expertise

: icati ost ;
d with a sound understanding and application of the most effecyjy, Mang,
Concerne

isati objectives.
practices to achieve organisational goals and obj

. 1

“... knowledge of the way the real busingss pideutiheressogs - |

“... they run a tidy ship and people liked being part of it ... |

“... top quality is a benchmark - everything is top class. The way the phone jg ans“’ered’i
the way they treat you when you go into the office ...

Highly effective chief executives are well informed abnut management t'echniqUes and
the trends and issues in the business world. They run their depart.ment WI.th a bUSiness!
orientation, analysing stakeholder and customer needs and developing and lmplememing
operational plans which deliver bottom line results. They recognise the need to balance:

Practices designed to use Iesources in a manner v hjch will achieve organisational goals and
objectives. They have a balanced view of service -delivery-and policy advice, giving due
consideration to both input and output factors, They develop and implement quality

fnanagement systems, measure and evaluate performance against objectives, review risks
and adjust plans and strategies ag necessary,

Less Effective Chief Executives

» key people and assets under useq .. »

“... overspends, runs into bottlenecks

“... managers from that department on
morning,

Ce saj i . .
to the radio news in the a1d that thejr agenda wag determined by listening

Less effectiye chief €xecutives demq imi
Nstrate limiteq knowleq
; eof m i
and tend tn lose sight of th.e fact that they are Tunning 5 busgjn anagementprnctfces
unders-tandlng of broad financia] Managemen; Tequiremepg and dj less.- They SHow lmuf -
nf the importance or relevance of resource planning and map, Splay little Or no recognition
Inadequate leve] of understanding of w, 38ement, They demonstrate an

: at is T€quired of : ;
the solution and apply it. They €Xperience difficulty ia Particy]ap Situation, tq develop
OMpeting resource

n reSOlVing c

; . Sponse e )
unexpected changes in available resourceg, They are 0 shifts N prioritjeg and/or
itori .0 Manage the Setting and

unlikely t

g Proy Mment jy, efficiency
Y the over-focus On inward-

®Xpense Serving the

Scanned with CamScanner



Indicators ©

R “* LJj€Cliveness g9

f highly effective behaviour are: ——— o

Demonstrates knowledge and understanding of the breadth e
management principles and commercial activities.

diversity of general
Structures and positions the organisation to meet Government priorities
Establishes and accepts personal and collective accountability

Adopts an approach focused on the identification of, and res

ponse to, user/i
group and stakeholder needs. nterest

Uses financial, physical and human resources efficiently and effectively to achieve
required outcomes.

Identifies and manages areas of risk.

Manages change so as to achieve positive outcomes.

Recognises and creates new business opportunities.

Ensures systems and procedures are in place to achieve optimal utilisation of
resources.

Creates systems and a culture to ensure continuous improvement in quality.

ndicators of ineffective behaviour are:

Displays insufficient or no recognition of the importance or relevance of financial,
physical and human resources in planning activities.

Makes decisions, or sets priorities based on inadequate consideration of potential
benefit, return-on-investment of resources, or cost-benefit analysis.

Displays little evidence of accepting either individual or collective responsibility.

Fails to respond to key environmental trends and/or user/interest group and

stakeholders’ needs.
rporate direction and objectives

i - : ing broad co
Shows insufficient evidence of translating £ his/her own area of

! i isation O
into planning, resource allocation and organisatio
responsibility.

rse of action.

Ignorant of possible risks involved in a cou
g p f change, that prevents

ach, in an environment O

Adopts a management appro
i S des- its progress.

positive change occurring or 1mpe
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Effective Communication

) e of people
' . . ide rang
Concerned with clear and effective two-way communication W ith 2 others.

e

. g . . ] , : ﬂueﬂc
and 1in all situations, in order to explain, persuade, convince and in . -
4 in writing Wi ide

Highly effective chief executives communicate, both orally 2% seful manner. They are
range of people, either individually or collectively, in a clear Pumiouragi“g involvement,
easy to talk to and listen actively, asking open questions _‘.’nd e::,hich may, on occasiong,
People’s concerns are reflected and responded to as appropriate - negotiation skills g
necessitate altering one’s own viewpoint and/or behaviour. Thcy'al conflict situations in 5
achieve a win/win outcome and assist in resolving real of potentl attention of the audience
constructive manner. When addressing a larger group, they get thi on-verbal communication
and hold it by using interesting and appropriate language and other

techniques. d written, lacks clarit
] and written, anty,
The expression of less effective chief executives, both oral a

tive or aggressi
fluency and impact. Their form of presentation is often tense, #i?;lsnlt’iesentatiogngof ; (;;/:
Alternatively they may be #fiduly expansive and/or ovr::rly cor:m 1The -are iy 0§r‘
is disjointed, unstructured, and lacks balance and logical order. , y Tl
hold the attention of an audience, and unable to de-monst.rate an)./ ; uate b r
appropriate response to audience reaction. Their listening skllls. all')e .ma szcild esahe ?)
respond inappropriately to others, either having not 'heard wpat 1s .emg B | g t
be receptive and/or accommodate alternative viewpoints. At times th1§ results .1n peop.e Po
keeping them informed as they do not expect to be heard. They h.ave difficulty in negotiating
situations and conflict is unlikely to be resolved to the satisfaction of all parties concerned

Indicators of highly effective behaviour are:

e Achieves desired impact through the use of convincing expression in individual
group and public speaking situations, using appropriate language and other non
verbal communication techniques.

e  Written and oral communication has clarity, fluency, impact and conciseness

*  Uses the full range of communication media and judges how and when to

them.

. g v ficia
e  Brings conflict into the open and encourages and/or facilitates 2 ben¢

resolution of conflict.

' o d.
*  Negotiates mutually acceptable (win/win) solutions with all parties involve

. g wrt
‘Ensures-the provision of thoroughly researched, constructed and targete

documents which are clear and concise.
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—
Listens well, is receptive and encourages participation and mutual understanding.

Actively seeks feedback on communication style(s).

dicators of ineffective behaviour are:

U

Avoids difficult people and/or (communication) situations.

Presentation of ideas both orally and in writing, is disjointed, unstructured, lacks
balance and logical order.

Does not gain or hold the attention of an audience and generally has difficulty in
persuading, convincing and/or informing others.

Uses exclusive (biased) language and communication is inappropriate in tone,
language and/or content for the listener(s).

Creates win/lose situations either by going after a win at all costs or by making
unnecessary concessions.

Avoids situations which require conflict resolution and/or escalates an already
tense situation.

Does not listen to the message/information conveyed, responds inappropriately
to other(s), and/or leaves the other party feeling they have not been heard/
understood.

Non-verbal language and signals convey an inappropriate lack of interest

Communicates in a way that shuts down dialogue.

Review Questions

What is Organisational effectiveness? How does it help to counter competition?

Describe the competencies that are essential to achieve Organisationa] effectiveness

Link management of people and Organisational effectiveness.
How does managerial expertise help achieve Organisationa] effectiveness

What is the role played by communication in achieving Organisational effectivene ?
SS 7
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Chapterl 4

ORGANIsATIONAL CULTURE

Meaning of Organisati:bndl dylture

Strong vs Weak Culture

Role of Organisational Culture

1

2

3

4.  Culture Creation
5.  Ethical Organisational Culture
6.

Culture & Nations

Organisational Cultur

TN Y

Culture may be defined as, “... the integrated pattern of human behaviour that includes
thought, speech, action and artefacts, and depends on a person’s capacity for learning an

transmitting knowledge to succeeding generations.”

Culture also influences behaviour in a group and that leads to sub-culture. Culture &
sub-culture mould employees’ values and values influence employees’ perceptions &
decisions. Values represent stable, long lasting beliefs about what is important. TheYt;
evaluative standards that help us define what is right or wrong, good or bad, in the ‘f[‘:a]
(Sagie & Elizur 1996). In each country there are different work values because of the 4o
and subordinate cultures, which co-exist in that country.
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Moo

Individual level

¢ Motivation * Qroup structure

» Pen?eption ‘ ¢ Power & politics

* Decision making ¢ Leadership

¢ Values ¢ Conflict & conflict * Behaviour at
— resolution strategic level

Organisational effectiveness

* Productivity

» Absenteeism

s Employee lumover
» Job safisfaction

Culturally Indigenous and Alien HRM Practices Model

The idea of viewing organizations as cultures—in which there is a system of shar
meaning among members—is a relatively recent.phenomeno‘n. Until the mid-1.980
organizations were, for the most part, thought of s1mp1.y as rational means by whxch.
co-ordinate and control a group of people. They had vertical levels, depar.tr.nents, a}xthor.l
relationships, and so forth. But izations are more, they have personalities too, just i

organi
individuals. They can be rigid or

flexible, unfriendly or supportive, innovative or conservati’
General ElEctr'rc-foi-ee-S—andpco.ple,am_different from the offices and people at General Mil
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G-

. . . . cambridge,
Harvard and MIT are in the same business—education—and both located l;afactcfiSti -
Massachusetts, but each has a unique feeling and character beyond its structural ¢ e culture of
. . . . . 1
The IIT’s and IIM’s are world class institutions in India, but both have a un 9

their own.
he important role tha

though, the origin o
and behaviour can b¢

Organizational theorists now acknowledge this by recognizing
culture plays in the lives of organization members. Interestingly,
culture as an independent variable affecting an employee’s attitude_S e
traced back more than 50 years ago to the notion of institutionalization.

. 2 n,
When an organization becomes institutionalized, it takes on a 1;fe gf :;Serz;:! fof;ptt
from its founders or any of its members. It becomes valued fOl‘_ 1f5311 ’ nals ate me origs
goods or services it produces. It acquires immortality. If its original god R
relevant, it redefines itself. An understanding of what makes up an organizatio oy
i hoWHH created, sustained, and learned will enhance our ability to explain and predic

the behaviour of people at work.

What is Organizational Culture?

Organizational culture refers to a system of shared meaning held by members th:
distinguishes the organization from other organizations. This system of shared meaning i
on closer examination, a set of key characteristics that the organization values. The researc

suggests that there are seven primary characteristics that, in aggregate, capture the essenc
of an organization’s culture.

1. Innovation and risk taking. The degree to which employees are encouraged t
~ be innovative and take risks.

2 Atte‘n.tion to detail. The degree to which employees are expected to exhill
precision, analysis, and attention to detail. ‘

3. Outcome orientation. The degree to which m

outcomes rather than on the techni
outcomes, '

anagement focuses on resultsg
ques and processes used to achieve thos

4. People ori : _,
consli)de orlentatlon‘ The degree to which management decisions take ¥
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-7.  Stability. The degree to which organizational activities emphasize maintaining the
status quo in contrast to growth.

Each of these characteristics exists on a continuum from low to high. Appraising the
organization on these seven characteristics, then, gives a composite picture of the
organization’s culture. This picture becomes the basis for feelings of shared understanding
that members have about the organization, how things are done in it, and the way members
are supposed to behave. :

Do Organizations have Uniform Cultures?

Organizational culture represents a common perception held by the organization’s
members. Acknowledgment that organizational culture has common properties does not mean,
however, that there cannot be sub-cultures within any given culture. Most large organizations
have a dominant culture and numerous sets of sub-cultures.

A dominant culture expresses the core values that are shared by .a majority of the
organization’s members. When we talk-about an organization’s culture, we are referring to
its dominant culture. It is this macro view of culture that gives an organization its distinct

personality.

Subcultures tend to develop in large organizations to reflect common problems,
situations, or experiences that members face. These sub-cultures are likely to be defined by
department designations and geographical separation.

The purchasing department, for example, can have a sub-culture that is uniquely shared
by members of that department. It will include the core values of the dominant culture plus
additional values unique to members of the purchasing department. Similarly, an office or
unit of the organization that is physically separated from the organization’s main operations
may take on a different personality. Again, the core values are essentially retained, but they
are modified to reflect the separated unit’s distinct situation.

If organizations had no dominant culture and were composed only of numerous sub-
Cultures, the value of organizational culture as an independent variable would be significantly
lessened because there would be no uniform interpretation of what represented appropriate
and inappropriate behaviour. It is the “shared meaning” aspect of culture that makes it such a
Potent device for guiding and shaping behaviour.

Strong Versus Weak Cultures

. alt has become increasingly popular to differentiate between strong and weak cultures.
— e m;g!m-eﬂulere- is that strong cultures have a greater impact on employee behaviour and
=
e dlrectly related to reduced turnover.
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@

h intensely held and wide|
, are both 1ntens ely
In a strong culture, the organization's

ter their commitment
shared. The more members who accept the core Yalues ar-lti tti;ﬁsg;?;inition, a strong cultutr:
those values is, the stronger the culture is. C0n51s‘tent W:nbers because the high degree of
will have a great influence on the behaviour of 1ts n-leh behavioural control. For example
sharedness and intensity creates an internal climate of hig " vice cultures in the retailing’
Seattle based Nordstrom has developed one of the sfrongest sWhat is expected of them, ans
industry. Nordstrom employees know in no uncertain terms

core values

One specific result of a strong culture shoul e e e AR AR (stanl
culture demonstrates high agreement among members about W

for. Such unanimity of purpose builds cohesiveness, l'oyalty, and o;gag;zztrll;)zrl;li :r(l)mmltment,
These qualities, in turn, lessen employees’ propensity to leave the g i

Culture's Functions

Culture performis 3 huthber of functions within an organization. First, it has a boundary-
defining role, that is, it creates distinctions between one organization and qthers. Secpnd, it
conveys a sense of identity for organization members. Third, culture facilitates the generation
of commitment to something larger than one’s individual self-interest. Fourth, it enhances the
stability of the social system. Culture is the social glue that helps hold the organization together
by providing appropriate standards for what employees should say and do. Finally, culture
serves as a sense-making and control mechanism that guides and shapes the attitudes and
behaviour of employees. It-is this last function that is of particular interest to us. As the
following quote makes clear, culture defines the rules of the game.

Culture by definition is elusive, intangible, implicit, and taken for granted. But every
organization develops a core set of assumptions, understandings, and implicit rules that
govern day-to-day behaviour in the workplace. Until newcomers learn the rules, they are not
accepted as full-fledged members of the organization. Transgressions of the rules on the
part of high-level executives or front-line employees result in universal disapproval and

powerful penalties. Conformit ) ;
robility. 1ty to the rules becomes the primary basis for reward and upward
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_.
however,

of behaviour is an asset to an Organization when it faces a stable environment. It may

ult to respond to changes in the environ

for them in the past. But these strong cul
usual” is no longer effective.

Strong cultures put considerable pressure on em
of values and styles that are acceptable. Or
because of the alternative strengths these
behaviours and strengths are likely to dimi

ployees to conform. They limit the range
ganizations seek out and hire diverse individuals
people bring to the workplace. Yet these diverse

nish in strong cultures as people attempt to fit in.
Strong cultures, therefore, can be liabilities when they effectively eliminate the unique strengths

that people of different backgrounds bring to the erganization. Moreover, strong cultures can

also be liabilities when they support institutional bias or become insen

sitive to people who
are different.

Culture Creation

Culture creation occurs in three ways. First, founders hire and keep only employees wha
think and feel the same way they do. Second, they indoctrinate and socialize these employees
to their way of thinking and feeling. And finally, the founders’ own behaviour acts as a role
model that encourages employees to identify with them and thereby internalize their beliefs
values, and assumptions. When the arganization succeeds, the founders’ vision becomes seer

as a primary determinant of that success. At this point, the founders’ entire personality become:
embedded in the culture of the organization.

The culture at Hyundai, the giant Korean conglomerate, is largely a reflection of it
founder Chung Ju Yung, Hyundai’s fierce, competitive style, and its disciplined, authoritariar
hature are the same characteristics often used to describe Chung. Other contemporary example:

of founders who have had an immeasurable impact on their organization’s culture woulc
Include Bill Gates at Microsoft.

Once a culture is in place, there are practices within the organization that act tc
Maintain it by giving employees a set of similar experiences. For example, many of the
Uman resource practices we discuss in the next chapter reinforce the organization’s culture.
The selection process, performance evaluation criteria, training and development activities,
and Promotion procedures ensure that those hired fit in with the culture, reward those who
Support it, and penalize (and even expel) those who challenge it. Three for‘ces plfzy a
particma"ly important part in sustaining a culture, selection practices, the actions of top
Mnagement, and socialization methods.
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B et : i i o
o : ¢ the selection process i o 1dentify and hire Ivig
o plicit goal 0 lities to perform the jobs within the Organ: g

Selection: The €X : b e o
who have the knowledge, skills, oy :andidate will be identified who meets any ivep ?“nn
successfully. Typically, more o8 Onehed it would be naive to ignore that the fina] 4, O,

) oint is reac - ' 3 Clsi,
requirements, When that p influenced by the decision maker’s | Udgemem 0f hg

: . ionificantly

i d will be significant Sl : t to ensure a

as to who is hire 11 fit into the organization. This attemp - Proper
well the candidates W cesults in the luring of people who have valyeg ess

whether purposely orinadvertently,. . ;
consistent with those of the organization, OT

. P ;
addition, the selection process provides informat

match‘

: Chtiy)
t least a good portion of those Valugs,

on to applicants about the Organizat,

Candidates learn about the organization and, if they perceive a conflict between thej;
values and those of the organization, they can self-select tht?mselves out of the applicay,
pool. Selection, therefore, becomes a two-way street, allom.ng employer or gpplicam o
abrogate a marriage if there appears to be a mismatch. In this way, the selection progey
sustains an organization’s culture by selecting out those individuals who might attack or

ug@;rmme 1ts core values. saiRpr G

Top Management: The actions of top management also have a major impact on the
organization’s culture, Through what they say and how they behave, senior executives establish
norms that filter down through the organization as to whether risk taking is desirable; how
much freedom managers should give their employees; what is appropriate dress: what actions
will pay off in terms of pay-raises, promotions, and other rewards and the like.

ngth of a cultyre influ

the ethical behaviour of g members chices an organization’s ethical climate and
An organizationa] cultur
| € most Jike]
FiSk toléFanbe, Loy . e Y to shape high ethica] standards is one that’s high
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culture that has long stressed corporate obligations to customers, employees, the community

W QAILINEIUILAE RV o

and shareholders, in that order. When poisoned Tylenol (a Johnson &Johnson product)

found on store shelves, employees at Johnson& Johnson across the United States independ Wtzlls
pulled the product from these stores before management had even issued a statement czn en- Y
the tamperings. No one had to tell these individuals what was morally right; the kncccrmhng
Johnson & Johnson would expect them to do. On the other hand, a str’on yCult w what
encourages pushing the limits can be a powerful force in shaping u;lethical bgc;ehav.ure tFat
instance, Enron’s aggressive culture, with unrelenting pressure on executives to ra idllo::1 . 0;
earnings, encouraged ethical corner-cutting and eventually contributed to th: cob;n:::;’s

collapse.

What.can management do to create a more ethical culture? We suggest a combination of
the following practices:

N French retailers have a well-
sslespenplﬁ‘. for instance, routinely make it clear
ould not be interrupted. Just getting any help a

Be a visible role model. Employees will look to top-management behaviour as a
bench.mark for defining appropriate behaviour. When senior management is seen
as taking the ethical high road, it provides a positive message for all employees.

Communicate ethical expectations. Ethical ambiguities can be minimized by
creating and disseminating an organizational code of ethics. It should state the
organization’s primary values and the ethical rules that employees are expected

to follow.

Provide ethical training. Set up seminars, workshops, and similar ethical training
programs. Use these training sessions to reinforce the organization’s standards of
conduct; to clarify what practices are and are not permissible; and to address possible
ethical dilemmas. Visibly reward ethical acts and punish unethical ones. Performance
appraisals of managers should include a point-by-point evaluation of how his or
her decisions measure up against the organization’s code of ethics. Appraisals must
include the means taken to achieve goals as well as the ends themselves. People
who act ethically should be visibly rewarded for their behaviour. Just as importantly,

unethical acts should be conspicuously punished.

The organization needs to provide formal
discuss ethical dilemmas and report unethical
d. This might include creation of ethical

Provide protective m_echanisms.
mechanisms so that employees can
behaviour without fear of repriman
counsellors, ombudsmen, Of ethical officers.

Creating a 0ustomer-Responsive Culture

r indifference to customers.
hone conversations

can be a challenge.

established reputation fo '
to customers that their p

t all from a salesperson
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®-

. . «ing that the owner of a Paris store should
i . ds it particularly surprisiné _ ;
?sfil;(;i(x)xn:h:t‘ i;ar\:::sfilnndasbiipt?) work g’n his books all morning because he kep! being

bothered by customers.

very hard to be un-French-like. They are attempting

i t this is the path
to create a customer-responsive culture because they rf}‘::tg;:;z ::t;:attehciss;zh cul?uresf
customer loyalty and long-term profitability. Companies Olive Garden, Walt Disne
like Southwest Airlines, FedEX, Johnson & Johnson, Nordsirolgnéan—have bui1£ . strong: anﬁ
theme parks, Enterprise-Rent-A-Car, Whole Foods, and L.. : oreler M o
loyal customer base and have generally outperformeq thelr- com}; b s thatg ]
and financial performance. In this section, we will br?eﬂy identily o $ afpe
customer-responsive cultures and offer some suggestions that manage ow for

creating such cultures.

Most organizations today are trying

Managerial Action

Based-on:the p):ey.ibusly identified characteristics, we can suggest a number of ,??fi,‘?“s,

that management can take if it wants to make its culture more customer-responsive. Thes§
_actions are designed to create employees with the competence, ability, and willingness to
solve customer problems as they arise. e

Selection: The place to start in building a customer-responsive culture is hiring service-
contact people with personality and attitudes consistent with a high service orientation.
Southwest Air is a shining example of a company that has focused ill hiring process on
selecting out job candidatés whose personalities aren’t people-friendly. Job applicants go
through an extensive interview process at Southwest in which company employees and

executives carefully assess whether candidates hav i
, . - e the outgoing and fun-loving’ i
that it wants in all its employees. going fun-loving personality

Studie i : .
WTas a;f :chtch:S:hat fn,endlmes_s, enthusiasm, and attentiveness in service employees
omers’ perceptions of service quality.” So managers should look for these

l1steni . )
employees. tening skills that are associated with customer-oriented
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L

In addition, even new employees who have a customer-friendly attitude may need to
understand management’s expectations. So all new service-contact people should be socialized
into the organization’s goals and values. Lastly, even the most customer-focused employees
Can lose direction every once in a while. This should be addressed with regular training
updates in which the organization’s customer-focused values are restated and reinforced.

Culture and Nations

As business gets global, the culture of a country becomes an important determinant of
peoples’ behaviour, Stories, rituals, language, traditions etc., of the country impacts the culture
of the organization of that country. For instance, cultures differ widely in terms of their
concept of time. Besides the obvious implications for punctuality, the difference also lies in
how people from different cultures use their time. Many Western cultures (e.g. U.S., Germany,
Switzerland etc.) are highly ‘mono-chronic’, i.e., people from these cultures prefer to deal
with one task at a time. Thus, it is normal that a German would plan out every activity in a
step-by-step manner. On the other hand, many Latin and Asian countries (e.g. India, Brazil,
Spain, Arab Countries etc.) have a ‘polychrome’ orientation,"i.e., it is quite normal for

people to deal with more than one activity’ at the same time, (it would not be unusual for an
Italian or Latin American to interrupt a meeting to make a personal call).

People from polychrome cultures find monochronic cultures too mechanical,

compartmentalized, and rigid. On the other hand, people from a monochronic background
find polychronism to be an evidence of lack of focus and sincerity.

Similarly, in more individualistic countries (e.g., U.S., Australia, U.K. etc.), it is culturally
acceptable to speak one’s mind and express disagreements. For a person coming from a
. collective culture (e.g., Mexico, Indonesia, Japan, China etc.), such expressions would be
perceived as discourteous, and even aggressive. On the other hand, in collective cultures,
disagreements are expressed (if at all) in more subtle manner, which to a person coming from
individualistic culture, would look as dishonest and lacking in trustworthiness.

Social Institutions

Countries differ considerably in the kind of social institutions they have - e.g., the way
their education system functions, the way financial system works, the structures of governance
elt., — which have a direct impact on how business is conducted in that country. While often
not recognized as such, these social institutions are important repositories of a country’s
Culture, and often embody its basic values and assumptions. The educational system in
Germany has a heavy emphasis on technical and apprenticeship training. It is quite commgn
for the CEO of a German company to have grown through the Meister system of apprenticeship
Wiining; while the MBA education is quite unknown.
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INDIA

CANADA

The process of doing business moves fast.

Decision making is fast.
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Attitude is ‘business to business’;
efficiency, quality, accountability,
and time, are the key words.

Partnership is more legal
or is a contractual agreement.

Personal connections are not as
important as the business itself.

Direct style of communication is preferred.

—

The process is more time consuming—Ilong

lead . ;
times and expanded time frames are required,

Indians take a long time to make decisions or
finalize agreements, but once trust is
established, decisions are often made quickly.
Indians are fast to move to a deal or agree on
common interests, but slow to complete
negotiations. They are more concerned with
substantive issues like credit and reliability.
Decisions are always taken by the top-level
management. Local bureaucracy also slows
pace, thereby making the process of decision
making very lengthy, the ooy

Greater emphasis is placed on personal
relationships, which is considered key to a
business agreement, and is often regarded as
a prerequisite to efficiency, quality, and
accountability.

Partnership is built on long-term, personal
relationships, through the establishment of

trust. Good rapport is considered more
important than a signed agreement.

Business partners who are well connected are
generally considered very important for 2
successful business venture, as business i
generally conducted through connections an
personal contacts. Nepotism is high; each laye!
of the society has its own old boy network.

Indirect style of communication is generall)
th'e norm; sometimes negotiated through !
third party for the sake of harmony, essentia
for maintaining business relationships. Prefe

t0 say what the other party wants to heaf,

R
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/’.’o;,_c;-onic People

M

Polychronic People

Do one thing at 2 HIE,

Concentrate 0N the job.

Take time commitments (deadlin€s,
schedules) seriously.

Are low-context and need information.

AR A £l

Are comm%tt%d io the job. Adhere
religiously to plans.

Are concerned about not disturbing

others; follow rules of privacy and
consideration.

Show great respect for private property:

seldom borrow or lend.
Emphasize promptness.

Are accustomed to short-term
relationships.

Do many things simultaneously.

Are highly distractible and subject to
interruptions.

Consider time commitments an objective to be
achieved, if possible.

Are high-context and already have information.

- #nd Aslan cou:
Are committed to people and human

relationships. Change plans often and easily.

Are more concerned with those who are closely

related (family, friends, close business
associates) than with privacy.

Borrow and lend things often and easily.

Base promptness on the relationship.

Have strong tendéncy to build lifetime
relationships.

Review Questions

1. What is organizational culture ? Are cultures the same across organizations? Explain

with suitable examples.

2. Explain the relationship between culture and ethics or values.

3. How is a responsive culture created ?

4. What are the implications of different cultures on managers?
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Work MOTIVATION

. X thers; some fin(
b more efficiently then o :

Some people perform the same type of jo : R al ‘
it morel:) re?varging and interesting than others; and some anOZ'::thn:ﬁ:: taf: v?/till’leim
At any given point of time, people vary in the extent to'\;' ! in)ml I ng
to direct their energies to the attainment of goals, due to differences ation.

O DEFINITION OF MOTIVATION

-senpvaoiMotivation is mainly psychological. It refers to those t’or'ces operatin'g \.V.ithi.n an
" individual which impel him to act or not to act in a certain way. Motivation mayp
‘ | of desire of an individual to behave in'a

be defined as propensity, or the leve of ar : ' \
certain manner at a certain time and in a certain situation. Being motivated means

that a particular behaviour has to follow.
Motivation in an organization is the willingness of an employee to respond to

organizational requirements. The more positive the individual’s motivation towards
the organization, the more effective is his performance. His motivation, to a large
extent, is determined by his perception. Too often, increase in production, for
example, is the goal of the management and not of the employees. When incentive
schemes are perceived differently by employees, thev do not work effectively or

are only effective temporarily.
It is also misleading to talk about motivating without specifying the source and

Fhe goal of motivation. Any attempt to motivate employees, thus, has first to
1df:nt1fy t_helr needs, and specify how important these needs are to them. Without
this, motivational efforts may represent an inaccurate perception of employees’
needs by employers.

I_VIou.ves can be simple or complex. Simple motives originate from physio-
;\(/)Iglcal 1mpalances. such as thirst, hunger exhaustion and lack of oxygen, and sex.
\ ost r'notlnves, however, are not very simple and behaviour is rarely determined
r e); :Olslxsn%; E(;tlvet.‘ At th}e{ same time a person may or may not be aware of the

actions. i iour i :
reduce behaviour to over si:rrllcif‘llls behaviour is unpredictable. Any attempt ©
ahsugl plitied motives is highly questionable and somewha!

An individual’s needs are d i

et - . . . ’

him, his past experience sociafl;:lned b.y certain psychological imbalances with'"
of these forces. To dnéerstand PeG:at,--non.s, and the-interaction of two or mo®
people’s behaviour, social motives should ¥
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ogniscd as being important. Some kinds of behaviour may be caused by various
social motives, or dlffe'rent forms of behaviour may be caused by the same motives.
For example, the motive to perform overtime work may vary. For some people
it may be tht‘: desire to earn extra money, for others it may offer respite from
Jomestic tensions and worries. Similarly some persons might do it once for earning
extra money but might refuse it a second time. Similarly, motives vary in intensity
among people and with the same person at different times. One person may react
more violently than another to a given danger.

o MOTIVATION AND MORALE

Motivation and morale in industry are often used interchangeably, though they
refer to two different kinds of phenomena. Motivation refers to the propensity
towards a particular behaviour pattern to satisfy a need or deficiency. Morale
describes an employee’s state of attitudes, feelings and judgements about his
work, peers, supervisors, subordinates, and his organization. A highly motivated

=7~ employee may not have high morale, though motivation to some degree provides

potential for morale. A highly motivated employee may not be very satisfied with
his job and his productivity may be low. An employee with a high morale will
be satisfied with his job and his productivity will be high.

0 NEED-GOAL ASSOCIATION

Needs are the basis for an individual’s level of motivation. They initiate and
sustain behaviour and represent a state of deficiency/deprivation which has
disturbed the homeostatic balance. Consequently an appropriate behaviour is
indulged in to restore the balance. For example, water deficiency (thirst) leads to
a search for water so that the balance, disturbed by the deficiency of water, is
restored.

Goals are the ends which provide satisfaction of needs. Specific needs have
specific goals. The process to reach the goals might, however, differ from person
to person and, in the same person, from time to time. The need for power, thus
may stimulate a variety of behaviours to reach the goal of attainment of power.
A person might become very aggressive or very submissive to achieve power.
Similarly, an employee may fight for promotion or may ingratiate himself with

his boss for promotion.

QO THEORIES OF MOTIVATION

The importance of motivation to human life and work can be judged by the
number of theories that have been propounded to explain people’s behaviour.
They explain human motivation through human needs and human nature, Prominent
among these theories and particularly relevant to us are Maslows Need Hierarchy

Theory, McGregor's Theory ‘X' and Theory Y, and Harzberg, et al’s, Motivation-
Hygiene Theory.
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Maslow’s Need Hierarchy Theory

, lis signi t because it encompasses L Fies
Maslow's tl}eof)’ 1S s;gn.iﬁcan‘. ; MP l b‘z‘lll human needs and classit®®
them into five neat all-inclusive categories. Maslow’s approach is peneral, dir¢c%
simple and practical. There are five need-clusters.

Physiological needs are basic to life, viz., thirst, and companionship amons
others. They are relatively independent of each other and in some cases can be
identified with a specific location in the bo.dy. These needs are cyclic. In other
words, they are satisfied for only a short penoi:i; then they reappear. For cxamgle,
a person feels hungry three times a day and dnn!(s water :f.e}feral times, depending
on the weather. That is, these needs are involved in maintaining the body processes.

Safety needs also called security needs, find expression in. such desires as
economic security and protection from physical dangers and a df:sm: f_or an orderly
and predictable world. Like physiological needs, these become in active once they
are satisfied. An individual who is safe, feels endangered no longer, and hence
makes no attempts to ensure security. In an industrial environment, safety needs
are of primary importance 1O employees, because they aljf_:"f:ll?;v)fﬂgirlthon others
(supervisors) for safety. D

Social needs refer to belongingness. Man is a social animal. All individuals
want to associate with others to gain acceptance, and to give and receive friendship
from them. People do not work for money alone but also for companionship.
Cohesive informal groups indicate that employees have found an outlet for their
social needs. A simple index of the satisfaction of social needs in organized
settings is the frequency with which employees spend their free time together, and
away from work situations, €.g., games and outings. However; association with

others is also based on like-mindedness. Thus people become friendly only with
those who feel"and believe the way they do.

Esteem needs refer to a desire for firmly-based high evaluation from others
for self-respect and self-esteem. They include those needs which indicate self-
confidence, achievement, competence, knowledge and independence. Competitive-
ness and a desire for the approval of one’s performance by peers are important
esteem needs from the point of view of an organization. They can be utilized by

efficient managers to achieve organizational goals and also to create feelings of
worth, and of being useful and necessary employees.

Self-agﬂalizaﬁon needs. refer to self-fulfilment. The term “self-actualization”
was coined by Kurt Goldstein and means, to become actualized in what one is

potentially good at. A person ma i i
- . y achieve self-actualization i ' idet
fitter, supervisor, mother, or an eminent artist M EREE i

Some of the important points of the need hierarchy theory a,e:

1. As the name su
. ggests, these n . :
hierarchy. Unless the lower- ceds are arranged in a lowest Lo the highes!

order needs are first though partially satisficds &

'Abraham Ma
slow, “A Theory o | e .l
1943, 50, Pp. 370-396. ry of Human Motivation, ” Psychological Reviewss
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satisfaction of .hlgher order needs wxl{ not be possible. Thus psychological needs
have to be satisfied before we can think of security. Security and psychological
needs ha.ve to be satisfied before one moves up to the social needs, and sog on
Satisfaction refers to a percentage that should be satisfied before the’ next higher'
nceds'efnerge fmd fiemand satisfaction. The percentage will very from individual
to individual, situation to situation, and in the same individual in different situations.

2. As suggeSt‘ed above, a satisfied need is no motivator of behaviour. Once a
need is fully satisfied, it does not remain a potential motivator. Only unsatisfied
or partially satisfied needs motivate behaviour. Thus a hungry person when fully
fed stops looking for food till his hunger remanifests itself.

~ 3. Since the theory assumes that human beings are “normal”, exceptions to the

general ranking of the need hierarchy will exist. A highly motivated artist may
forgo his need for food and shelter to complete a painting which might satisfy his
ego or self-actualization needs.

4. A behaviour may be motivated by several needs at a given time, though one
of the five needs will predominate in causing this behaviour. One need may lead
to different kinds of behaviour in different situations. Deprivation of a need may
lead to aggression, assertation, compliance, shrewdness, et¢. Hence it may be
difficult to segregate need from behaviour. ,

5. Finally, Maslow points out that though satisfaction of higher-order needs
can be postponed, their satisfaction leads to greater biological efficiency.
Organizations should motivate their employees to attain the higher levels where
they perform more meaningfully. This is in consonance with the human desire to
get closer to higher-order needs.

Although Maslow first propounded his theory in 1943, researchers have attempted
only recently to determine its relevance as a model for studying work motivation.
In the West, the major work has been done by Porter? using a 15 item questionnaire
to measure the relative satisfaction of the five sets of needs of Maslow. The items
were checked on three seven-point scales referring to existing and expected need-
fulfilment, and its importance to respondents. Need-fulfilment was defined as the
difference between expected and existing needs. The higher the difference, the

lower was the need-fulfilment. Porter’s® conclusions were:

1. Vertical location of management position is an important variable in determining

the extent to which psychological needs are fulfilled. ‘ e
2. Esteem, security and autonomy needs were significantly more satisfied in

middle than in bottom management.
3. Higher-order needs were relatively least sat

management. _
4. Self-actualization and security

need satisfaction.

isfied in both bottom and middle

were perceived as being important areas of

d Satisfactions in Bottom and Middle Management

2 W. Porter,“A Study of Perceived Nee
ourn i February 1961, 48, No. 1, pp, 1-10.

Jobs”, Journal of Applied Psychology,
3bid., pp. 9-10.
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4
Saiyadain- e 5amMe

A study of Indian samples was recently carried out by e from -sfacii on

data from randomly selected samples of four. adjagen i job 8 easing
organization and administered Porters q.uestlonnalrc. et with in¢ 1150
questionnaire to them. The results showed increased satis i ation needs: Helated
levels, particularly for the estcem, autonomy and self-actuall . b-T€

’ inuum O ame.,
found that though the four levels varied along a ?I:]t::re or less the Sdmas
responsibility, what satisfied the respondents remaine ¢ social nee g W

except for the social needs. At lower levels, satisfaction O
higher than at higher levels.

McGregor’s Theory X and Theory Y

. ement 10
The character of an enterprise depends on the ?ssumptlons of the mizige sets of
controlling its human resources. McGregor present_ed two OPP‘lc implicit in
assumptions, X and Y, which represent the anchor- points in a sca ]t}etwecn e
most approaches to supervision and utilized to motivate employees. -
two extremes, several assumptions based on the combination of the two €X
can be made. S s . dv of

Theory X is based on assumptions and beliefs which are based on the study 2
many people at work, and the nature and structure of many organizations and their
styles of supervision. These assumptions-imply-that-the supervisor has a low.
opinion of the workers and still lower expectations from them. Such beliefs reduce
the supervisors efforts to enhance satisfaction in work, which in turn confirms a_
worker’s view that work is a necessary evil.” "

Theory Y puts forward the opposite assumptions which provide a totally different
picture of human nature and therefore call for a different managerial strategy in-
dealing with employers. Theory Y implies that on-the-job need satisfaction is
necessary.

The following points are important:

1. Both theories X and Y-make certain not-so-valid judgements.

2. They may not reflect man’s inherent nature; rather such behaviour in man
is in part the result of management philosophy and practices.

3. Theory Y particularly unduly emphasizes self-actualization and freedom,
implying that all people seek freedom, while there are definite indications that all
people may not feel comfortable with freedom because freedom entails responsibi] ity
and independent decision-making which people may not subscribe to.

4. In an organization, depending on the situation, either theory X or theory Y
could be effectively applied. However, in choosing one or the other Managerg

have to bear the implications in mind so that problems such as interpersong|
interdepartmental conflict can be avoided. or

(See also Chapter 1 for a discussion on McGregor's theory.)

*Mirza $.Saiyadain, “Organizational Levels and Job Satisfaction”, Vikalpa, 1979
pp. 29-40. *2 (D,

SDouglas McGregor, The Human Side of Enterprise (New York: McGraw-Hil] 1960
' ).
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d non-technical personnel with one to ten years’ experience. The technical
o sisted of supervisors in industrial organizations while the non-technical
roup comprised teachers, clerks, stenographers, and army personnel. Both groups
'gdengﬁed a greater number of motivators in satisfactory situations and a greater
I iene factors in dissatisfactory situations. The motivation theory is
number of hygiene 1a ; The I s
valid on Indian samples with varying experiences. Another study” corroborate:
validity where motivators contributed significantly more to satisfaction than hygiene

factors among both public and private sector executives.

group con

McClelland’s Need Theories

David McClelland proposed the following three theories based on specific needs
that form the focus of the theories.

1. Need for Achievement Need for achievement (n-Ach) i§ a desir.e to
accomplish a task or goal more effectively than in the past. High achievers differ
from others in the following respects.’

* Set moderately difficult-but-potentially achievable goals.

* Do not prefer to gamble but'like to control the outcome.

* Are interested is personnel achievement rather than the reward of success.
* Work for situations where they can get a concrete feedback.

Due to the above characteristics, high achievers have little or no positive effect
on others, fail to dzlegate responsibilities to others, find it difficult to foster team
spirit and more often than not tend to criticize than reward.

McClelland believed that n-Ach, which is possessed by only 10% of the American
population, can be fostered through appropriate training. He developed training
programmes to teach the trainees to think like high-need achievers, increase personal
feedback to them and develop a group espirit de corps that reinforces high effort

an_d success. In other words, training was designed to create group feelings that
reinforce the characteristics of high-need achievers, '°

2. Need for Affiliation Need for affiliation (n-Affiliation ) refers to the
need for human companionship. Individuals high on n-affiliation, when compared
to those who are low on n-affiliation, show following characteristics.

* Are generally concerned about the feelings of others.

* Are able to establish friendships easily.

* Tend to seek reassurance and approval from others and hence most of time
show socially desirable behaviour.

* Tend to spend time on making themselves presentable, particularly to those
whose friendship they seek.

*D.M. Pestongee and B. Gopa, “A Study of Job Motivations of Indian Executives”, Ing;
Journal of Industrial Relations, 1972, 8 (1), pp. 2-16. i
David McClelland, The Achieving Society (Princeton, N, J: Van Nostrand, 1961),
avid McClelland, Achievement motivation can be learned. Harvard Business Rey;
Nov.-Dec., 1965. ew.
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Organizationally, high n-affiliation individuals make ad hoc decisions. They have
little concern for procedures and hence leave others in a state of uncertainity.

3. Need for Power A third important need is the need for power (n-power)
a desire to control one’s environment including the human resources.!! High n-

power individuals as compared to those who are low on it show following
characteristics.

 Tend to exercise power impulsive.
Drink too much.
Do not hesitate in exploiting others.

Like to collect symbols of personal prestige, such as fancy cars and
ornamental offices, etc.

Are institution-minded and tend to get elected to many offices.

Most people on n-power are generally very demanding in work situations. They
like to control and make unsolicited suggestions to others. However, they can
become successful managers if the following three conditions are met.

o If they could be made to seek power for organizations rather than for
themselves. of

o If they could be trained to develop self-control so that their desire to
control does not interfere with interpersonal relationship. :

o If they could be low on n-affiliation, they could foster team spirit and
better sense of responsibility. : -

While the three need theories proposed by McClelland have been greatly researched
into, each need deals with one kind of motive and hence is rather narrow in its
scope. Moreover some jobs do not provide freedom necessary for the satisfaction
of a need. For example, n-Ach cannot be satisfied where employees have no
control to set their own targets or control their outcome. Finally, McClelland
seems to be more concerned with motive than behaviour. In work situations, it is
the behaviour that is often given greater significance rather than the feelings of

the people.
O CONTEMPORARY THEORIES OF MOTIVATION

Of late, a number of motivation theories have been proposed. '_I'hey are concerr}ed
with the current ‘state-of-the-art’ in explaining employee motvation. In the following

pages, four such theories are briefly presented.

1. ERG Theory

As developed by Alderfer the theory consists of three groups of core .needs—
existence, relatedness and growth.!? The existence group is concerned with those

————

“David McClelland and David H. Bumham, Power is the great mo
Review: March-April 1976, pp. 100-110.

uCla}‘wn P. Alderfer, An emprical test o
Behaviour and Human Performance: May 1969, pp-

tivator. Harvard Business

f a new theory of human needs. Organizational
142-175.
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Herzberg et al’s Motivation Hygiene Theory®

This theory suggests a non-linear relationship between man’s performance and
environment. It tests the concept that man has two sets of needs; the need to avoid
pain and the need to grow psychologically. It proposes that job satisfaction and
job dissatisfaction are two independent and distinct experiences, and that one is
not the obverse of the other. The theory implies that both the outer needs of man
and the inner needs for creative survival should be satisfied to induce involvement
with his job, and to obtain the maximum output from him.

Herzberg asked 200 engineers and accountants from a cross-section of industries
to recall an occasion when they felt exceptionally good about their job and an
occasion when they had negative feelings. The reasons for these feelings were
probed and the sequence of events was recorded. It was ensured that the sequence
revolved around an event or a series of events, had a distinct beginning and end,
and feelings about jobs were directly affected.

The analysis revealed that when positive feelings were described, achievement,
ggqrgapiza;jpr}rcsponsibility, work itself, advancement, and growth predominated | . . ...
in the narration. Herzberg called them Motivators and noticed that they were -
essentially job content factors. However, when negative feelings were described,
supervision, company policy and administration, working conditions, relationship
with superiors, peers and subordinates, status, job security, and personal life
dominated the narration. These were called Hygiene factors and were found to be
job-context variables. Thus the results suggested that hygiene variables lead to
job dissatisfaction because of the need to avoid unpleasantness; motivators lead
to job satisfaction because of the need for growth and self-actualization.

The following points are worth nothing about the motivation-hygiene theory.

1. Job content and job context factors are discrete aspects of work and are
neither different points on the same continuum nor different levels in the motivation
hierarchy. Absence of one does not mean the presence of another.

2. A satisfactory situation can also have elements of job context just as a
dissatisfactory situation can have elements of job content. However, a satisfactory
situation will be content-oriented and a dissatisfactory situation will be context-
oriented.

3. Some doubts have been raised on the methodology. Since it involves recalling
events, how can we guarantee its authenticity? Despite this drawback, the theory
has been supported across various kinds of samples, organizations and cultures.

4. The theory implies that to generate satisfaction, attempts have to be made

to improve the job content.

Several cross-cultural studies have been conducted to validate Herzberg’s theory.
Dayal and Saiyadain’ collected data on 40 respondents, each 20 representing technical

SFredick Herzberg, B. Mansner and B. Snyderman, The Motivation to Work (New York:
{ohﬁ"wn'ey. 1959).

Ishwar Dayal and Mirza S. Saiyadain."Cross-cultural Validation of Motivation, Hygiene
Theory", Indian Journal of Industrial Relations, 1970, 6 (2), pp. 171-183.
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. : Relatedness {0
asic material existence. ela needs refer

relations. Grow!h‘
heory is a modlf}e s an d
ludes physiologzcal n aalt:

requirements that are imp_ortant for b o
of the desire to maintain important interpe

i . The t
the intrinsic desire for personal growth. T

: o
Maslow’s Need Hierarchy Theqry. EXIS[GHC; Hrloth s P s aetce A -
safety; relatedness includes social needs an1 g inie s Jifferent |
actualization needs as propounded by Maslow. |

Maslow in two respects. e
i need
« Unlike Maslow, according to this theory, more than one |

operative at the same time. .+ o pigher of der
. A%ain, unlike Maslow’s theory, the ERG theory says that if g ) eed

~ leve
need is not satisfied, the individual would fall back on the lower
(fi'ustation—regression).

d versio?

2. Goal Setting Theory

This theory as proposed by Edwin Lock'? suggests that difficult and specxf:lic g(\?ill?
that employees accept and commit to, and those that are tied tg reyvaf S,ﬁ it
*-~r~=u4ncrease motivation. Accordingly, goals are a major source of motivation because
they indicate what has to be done and how much effort should bg e)fgfted. If .thes.e
goals are specific, the performatice of the ér’ﬁployee’sr'Wb'uld ,?F}h?!??,?_t,,,‘,?"e‘l rlf
gbals are difficult, it they are specific and if employees have had active partlc.lpanon

il either setting them or accepting them, performance levels would be high.

3. Expectancy Theory

Perhaps one of the most accepted theories of motivation today is the Vroom’s
Expectancy Theory.' The theory argues that the intensity of a tendency to act in
a certain way depends-on the strength of the expectation that the act will be
followed by a given outcome and the strength of the attractiveness of the outcome

to the individual. Thus the theory basically deals with the inter-relationship among
the following three variables,

* Attractiveness (valence) which refers to the importance an employee attaches
to the potential outcome or reward that can be achieved on the job.

* Performance-reward linkage (instrumentality) which is the degree to which
performance at a particular leve] will lead to the attainment of a desired
outcome.

* Effort-performance linkage (expectancy) which consists of

of the individual who exerts a given amount of effort
performance.

the perception

1 .
*Edwin Locke. Towards theory of task performance and incentives, Org
and Human Performance: Fall 1968, pp. 157-

Edwin Locke, Resolving scientific disputes by
Antagonist: An Application to the Erez-Lath
_?gttin_g. App[iea[PsychoJagy: November, 1988

Victor Vroom. Work Motivation, (New Yor

ca , _ . M. Ere
Joint designs of crucia] eXperimeng i

i sb
am Dispute regarding participatine «—~ the
. PP. 753772, participation in goq)
k: John Wiley, 1964)
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Hence the outcome depends on a person’s particular goal(s) and his/her per-
ception of the relative worth of the performance as instrumental to the attainment
of the goal(s).

4. Equity Theory

This theory refers to the attempts of the individuals to compare their job ettorts
with the outcome. Equity is the individual’s belief that he/she is being treated
fairly when compared to the others.'’ The theory proposes that employees are not
only concerned with the absolute amount of reward for their efforts but also with
what others receive for the same efforts. The theory puts forward the following
four propositions.

o Over-rewarded employees will produce more than equitably paid employees,
if the payment is on time

» QOver-rewarded employees will produce fewer but better quality products
than equitably paid employees, if payment is decided by the quantity of
output.

even if the payment is on time.

¢ Under-rewarded employees will produce a large but low quality output
when compared to equitably paid employees, even if the payment is by
quantity.

Hence the most significant contribution of the equity theory that practitioners
must remember is that if rewards are to motivate employees, they must be equitable
and fair.

0O IS MONEY A MOTIVATOR?

This raises a basic question. Do people work for money? The answer is negative.
Researches carried out in India and abroad show that money-is important because
it is crucial for survival but, beyond a point, money does not always motivate. An
organization that pays its employees enough to meet their requiretqents for food
and shelter, may have to look for other needs by which to motivate its employees
to enrich their output. Unfortunately, Indian industry has over-emphasized the
importance of financial incentives, as a results of which alternate incentives have
neither been developed nor properly emphasized. This is an extension of Taylor’s
philosophy that people work for money alone. '

Opsahl and Dunnette'S have identified several theories to explain the effect of
money on job performance. For example, one theory suggests that money is an

-_--___._-_—- . . .
“Ps. Goodman. An examination of referents used in the evaluation of pay. Organizational

Behaviour and Human Performance: Oct. 1974, pp. 170-195. Also see S Ronen. Equity,
Perception in multiple comparisons: as field study. Human Relations: April 1986, pp. 333~
346.

"*R.L. Opshal and M.D. Dunnette, “The Role of Financial Compensation”in" Industrial
Motivation”, Psychological Bulletin, August 1966, 66, No. 2, pp. 94-118.
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. edy satiSfac iS

anxiety reducer. According to another theory, money 15 2 c:;i ittle 10 saf:ms' e.g
its absence causes dissatisfaction but its presence contri “O other mo!! A1ing the
Another theory finds it instrumental to the satisfaction of dcmonsﬁ
prestige and status needs. However, empirical evidence C ]f;siv o
positive influence of money on performance is not conc ot the only mo

Several Indian studies have demonstrated that m9ney 18 no app o
for either job satisfaction or job performance. Saiyadain = the remuner Quo '
found that only 33 per cent of managers chose their jobs forki s and the ,m%& 1
the other hand, advancement, stability, opportunity to Use 3 ial career: similar’y,
the organization were predominant in the choice of a manage! en education: -
in another study'® on Indian students opting for maﬂagcme decisions (72 per
predominant reasons given were challenge and freedom to M 2me study; 23 per
cent) while money was indicated by only 55 per C"“t',ln thf‘: : : ici
cent of the engineers with one to seven years’ experience 11 a e e
board indicated money to be important while job content van?bles T fian samples
services were perceived as more motivating. Several other studles_ on In

. . n most cases.

can be quoted, suggesting that money alone cannot motivate l....

R EIEIOLAEL

O MOTIVATION AND PRODUCTIVITY

An organization should be a vehiclefor fulfilling individual needs (both job
context and job content ones). However, organizations do not exist merely to
satisfy individual needs but are concerned with survival through productivity. |
Achievement of productivity coupled with the satisfaction of the employees’ needs
should be the concern of all organizations. Productivity is the ratio of a given |
amount of output to a given amount of input for a specific period of time. The
higher the ratio, the higher the productivity. The part played by motivation in
achieving this ration is important for managers and supervisors. R
sexciara; PR PR e A T e e et Of the
e = o ological problem does
detract from establishing a perfect correlation between motivation andpproductivity,

Generally it is found that up to a point : i

motivation, beyond which increase inpmoti\get;f}?,rizzzzl:g: - ‘fmh Increasing
showing a curvilinear relationship between performance ang IEan: m_ performance
little motivation leads to sluggishness and inertis and too motivation. Thus too
What the optimum level of motivation should pe 4 much leefds to disruption.
individual in a given situation and time, epends on the job level and the

High motivation leads (0 oW performance pec,
use:

e

1. A high motivational level narrowg the -
there is a higher concentration on the goz?gnmve field. Under high Motivation

'"Mirza S. Saiyadain and Arun Monapp, p

Vahini, 1977). rofile of Indian Managers (New De]h;. Vj

18 Mirza S. Saiyadain, Job Enrichmen;: Prospects &5 . * Vidya

of Management, 1976). “roblems (Ahmedabad: Indiag Tnsg
tute
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features of the situation which might be essential to the solution of the problem.
This leads to a higher degree of frustration when the given response proves
inadequate.

2. A high level of motivation is also associated with anxiety. Hence performance

may be directed towards reducing anxiety rather than achieving a certain level of
efficiency.

In a very interesting study'® on assembly workers in General Electrics, groups
performing identical tasks were selected. One half was subjected to annoyances,
arguments, etc., while the other half was confronted with situations designed to
produce satisfaction. Very little difference were noticed in their productivity.

If the relationship between motivation and performance is so uncertain why is
such effort directed in all organizations to motivate employees? Researchers have
shown that a high level of motivation may lead to higher morale—a ‘positive
feeling and attitude towards company, job, superiors, peers, and subordinates— _
and high morale has a positive association with high performance. Thus motivation
initiates morale which in turn influences performance.

RCEa

O MOTIVATING EMPLOYEES

Given the significance of motivating employees to result in productivity and
satisfaction, a large number of motivational interventions have been tested and

tried out. In the following pages, some of the most significant interventions are
described briefly:.

1. Job Enrichment

One of the way to maximize employee satisfaction and productivity is to enhance
the motivational factors on the job. Job enrichment (a term coined by Herzberg)
refers to the vertical enlargement of a job by adding responsibility and opportunity
for personal growth. The content/discretion hyphothesis is very essential for job
enrichment. Content refers to additions to the job content and discretion entails
increasing responsibility and providing opportunity to use one’s skills and abilities.
Addition and discretion are not sheer sum but the interaction of the two. However,
this simple relationship is mediated through a third variable—variety. Increase in
Content and discretion leads to variety, making repetitive jobs less boring and
more satisfying.2

2. Quality Circles

The concept of quality Circle (QC) is an outcome of the Japanese concern for
Statistical quality control. QC is primarily based on the recognition of the value
of employees as human beings. Hence managers have to treat them with dignity
and train them to accept responsibility and contribution to their job. Thus motivated,

e ———

s, Sehachter et al, Emotional Disruption and Industrial Productivity, Journal of Applied
PJ}'f.‘hology. August 1961, 45, No. 4, pp. 201-213.
irza Saiyadain, 1976, op. cit.
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they would be capable o1 inaking their valuable spgges“t‘t’i?]g .
their initiative, experience and intelligence without just pu | l;.e,rformi“g untary
QC is defined as a small group of 5-10 workers voluntari Yzl Cis@ vo he, at
control activities within the workshop to which they b‘?long' Bmployf:es‘ ;

group effort. This group which consists of a cross-sectfon Of heir products-
company cost, finds ways and means to improve quality ©

3. Work Redesign

Work redesign is basically the change in the natur¢ O ¢ alternati
as a motivational technique. The managers have a number O e
about changes. However, by and large, job rotation and enlarge e Job
used. Job rotation is a systematic movement of pcol-"!"3 from ot_ onal a
It provide them the broad-based understanding of various i ltotally their own
the organization and helps them develop the perspective t0 r.clatc o Job otation
job. It however entails some prior training before the person is 0t expensive if it
has been found to be a good motivational device but can beCOI:TICd. lg cation. Job
needs the dislocation of employees and meeting the costs of this 1sbc traiciad
enlargement, on the other hand, would necessitate giving more tasks t0 5¢ P ia oot
by employee on a given day. It is the horizontal extension of the job or mo "
the same things. However, such an exercise entails the complete redefining the
job of the employees and would often require extra payment to the change in the
job description.

ees
f the job of the emploY*

4. Flexible Work Hours

Organizations frequently use modified work schedules to increase employee
motivation. The flexible work hours can take many forms. It can mean a change
in traditional 9-5, Monday through Friday, work schedule (flexitime). It can also
mean doing work at home. Many variations are available. One alternative is a
compressed work week. Instead of working 8 hours/day for 5 days, one can work
for 10 hours/day for 4 days. Another popular method is the flexible :Jvork schedule
Here, all the employees are required to work for certain core hours, the rest f th.
hours can be flexible, as long as eight hours of work/day has be’ Thus,

; en done. Thus
the employees can come in one hour late and stay one hour after work Ye;
another system is working at home, Given, the €asy availability of computer

technology and networking, employees can sta .
work. This is particularly more suitable for wofki}:?gmr:l ;!;lzlr:tnll do a full day’g

5. Democratization of Work

If workers have to bc. Qrovided sense of articipation, importance. pride. f
and self-expr'cssnon, 1t 1 necessary that ¢ ey 'ate iny ’l 530 g cip' " Ieedom,
process, particularly those decisions thy Olved in the deciSIoN-nygys,

gamon, 1984). Also see William G_l_gq"e{e
Wesley, 1980), ek,
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entitles sharing in an appropriate way, the decision-making powers with the lower
levels in the organization so as to generate a feeling of involvement with the job
and the organization. It is also called participative management or co-determination.
Many organizations that have experimented with this idea have found that it leads
to high satisfaction and productivity, provided that there is trust between the

participating levels, liberal sharing of information and a positive top management
attitude.

Dynamo Corporation Limited

An interesting study in job enrichment was undertaken by Professor Nitish De?
at the Rampur unit of Dynamo Corporation Limited. The corporation was set up-
for 10 years and produced items for the “core” sector (heavy engineering equipment).
The study was conducted on managers, supervisors, and workers of a unit producing
auxiliary equipment. An initial survey revealed that none of the workers was
emotionally committed to the product, there was forced idle time because of task
interdependence and uneven distribution of work load. Having worked for a long
time at the same job, workers did pet.find it sufficiently challenging.

These findings were placed before the total unit, which agreed on setting up
a rotating task force with representatives from each category and the introduction
of a new work system. The new work system consisted of having a group of
employees taking charge of a complete task and gradually taking on each other’s
job after training. Thus a welder did the job of a fitter, and a fitter did that of a
welder or a gas cutter. Each worker became multiskilled. Three things were noted:
(1) Monotony was partially eliminated; (2) the traditional hierarchical concept of
trade was minimized, and (3) a positive attitude towards co-workers and the work
was developed.

Monthly data for targets set and percentages of fulfilment of targets were
plotted. From April 1975 to November 1975 rising trends were noticed both in the
fulfilment of targets and the overall efficiency against clocked time. There was an
increase of 6.9 per cent and 45. 3 per cent in relation to the targets and the overall
efficiency respectively. Thus changes in job content, greater variety, and freedom
contributed to the performance of the employees.

Summary

What motivates a person to perrorm is the focus of this chapter. Motivation in the
context of Organization refers to the willingness of an employee to respond to
organizational requirements. All the significant content theories of motivation
(Maslaw’s Need Hierarchy Theory, McGregors Theory X and Theory Y and
Herzberg’s Motivation—Hygiene Theory) as well as process theories of motivation
(McClellands Need Theories, Goal Setting Theory, Expectancy Theory and Equity
Theory) are reviewed. Some of the recent attempts in motivating employees like

2Nitish De, “Training Strategy for Change in Attitude: Micro-Level Experiences”. Economic
Times, 26 February 1976.
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. ation
and work democral’™® 4

job enrichment, quality circles, work redesign, flexitime - motivato ¢

. : %
are discussed. The chapter raises some 1SSues conc.:ermng money
akes a closer look at motivation—productivity linkage.

Review Exercises

1. Briefly discuss the importance of motivation to _?rga}pizatlons. st WayS
- 2. Study an organization, unit, or an individual empioyge and sugg
and means to motivate him to perform more effectively.

iuggested Reading

3rayfield, A.H. and Crockett, W.H. “]':'.mplogt;:6 A‘t‘tizt‘l‘lde and Employee Performance-
hological Bulletin, 1955, 52, pp. —424. ,

{erp;?:rg, Ff Mansner, B., Peterson, R.D. and Capwell, D.F. Job Attitudes, Review
of Research and Opinion. .

¢. Ishikawa, Quality Control in Japan in N. Sasaki and D. Hutchings (eds) The
Japanese Approach to Product Quality (New York: Pergamon, 1984). Also see
William G. Ouchi.

Mirza Saiyadain, 1976, op. cit.

Pittsburgh, Psychological Services of Pittsburgh, 1957.

Theory 2. (Reading Mars: Addision-Wesley, 1980).

Vroom, V. Work and Motivation. New York. John Wiley, 1964.

Vroom, V. and Desi, E.L. Management and Motivation. Penguin Books, 1973.

Whyte, W.F. Money and Motivation. New York. Harper and Row, 1955.
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Transmission
Sender Receiver e 1<¢n

Acknowledgement D

The sender might use language, signs or actions to transmit a message. The
receiver might receive it by listening, reacting or simply observing. In any case
the process of communication involves three things, a communicator (sender), a
communicatee (receiver), and the contents of communication (message). This is
generally formulated in terms of who says what to whom. This clearly identifies
the three components of the communication process, i.e., who, what and whom.
Thus communication is a meaningful interaction among human beings. It implies
that a message is sent and a message is received.

Communication is important in an organization because it is one of the chief
means by which members work together. It helps them to hold together by r_naking
it possible for them to influence and react to each other. In fact communication
is so fundamental that without it the organization cannot exist. E

A manager might theoretically develop his plans, procedures and the requisite
Organizational structure, but when it comes to implementing them he hashto
communicate this to his subordinates, peers, and superiors. Unless a manalg.er_ aap
a communication skill of the highest order, issuance of orders and eliciting

Participation from employees may become difficult.

0 ONE-WAY VERSUS TWO-WAY COMMUNICATION

and two-

T : : oad categories—one-way
All communication can be classified into two br g e facility

h
%ay. As the names suggest, they refer t9 the absence or presence of t
10 seek reactions, information, clariﬁcatlop: etc.
One-way communication denies the facility to se
“c. It only ensures the transmission of the message.

ek clarification, confirmatiop.
A very common example will
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r is the high pressure salesman who presents 3
f the product he is selling and who will not accepy
any suggestion that the product might have limit.atio_ns. Sslfch.lalcoml:uni(.:a.mr
represents an extreme case of one-way communication. Simrafly, acvertising
always represents a typically one-sided communication. Even negative messages
are designed so as to increase the overall credibility of the positive aspects of the
product. ' ) )

One-way communication has its advantages and dnsaflvantages. It is ltast, it
saves time and money. The sender is satisfied because there is no way of questioning
his information and thus probably protects his oversights and mis.takes. However,
it is very dissatisfying to the receiver who has no opportunity to seek any
classification of the message. The receiver is left with a sense of disharmony
which in most cases is reduced by accepting the message as it comes. This is a
kind of psychology used by the advertising agencies to bring about impact on the
audience.

Two-way communication has a built-in system of feedback. It ensures that
further information, clarifications, etc., are provided whenever available. A typical
example of two-way communica;iqnﬁJ@,yéxsiness seminar, a participative group,
and, to some extent, the classroom.

Two-way. communication is slow, time-consuming, and probably less efficient
though it may be extremely satisfying to the receiver who has full 6pportunity to
understand the message. It has been noticed, however, that not all people are
interested in interacting and hence in a face-to-face situation they may withhold
their veiws. As a result, very often, irrelevant issues are raised and unrelated
comments are made sidetracking the main issues. In a situation where a decision
has to be implemented, two-way communication is decidedly helpful.

be an army order. Yet anothe
wealth of arguments in favour 0

O FORMAL AND INFORMAL ORGANIZATIONAL
COMMUNICATION

Formal organizational communication is determined by a formal organizational
chart which describes the official lines of authority and accountability. Thus,
formal communication has to go through a formal line of authority. Though it has
the advantage of ensuring uniformity in the dissemination of information and the
timings of this dissemination, communication based strictly on formal relationship
has certain disadvantages. An employee often does not communicate with his
supervisor as freely as he would with his colleagues or friends for various reasons:
Some of these reasons could be that his superior is the evaluating authority. His
Pmn.lotion and future opportunities are, to some extent, in his hands. Therefore:
he tries to control the factors that will influence the superior’s judgement negativel);
he will thus give only the required information”, highlight only the favourabl®
aspects, and generally paint a rosy picture about himself and his job. Inevitably:
communication is neither full nor correct.

" l;t:i':;;ld cob;l::r::stlclca;l?lzl also suffe.rs from several other disadvantages.‘lt‘ cot;lld
kinds of conununica:)ion : overloading of channels. An employee receivite n

fom various units and persons may not find sufficc

Scanned with CamScanner



Although formal channels of communication are useful, and sometimes even
necessary, employees often develop their own informal channels of communication
and utilize them for the achievement of the goals of an organization. In an extensive
study on the Mil6 industries, ‘__'Daltonl found that the formal organizational chart
remained only on paper and an informal chart was being used. Employees at
lower levels established wavelengths with several levels above them and got
information.

O CHANNELS OF COMMUNICATION

How do various organizations transmit communication to intended users? What
are the different ways and means to relay a massage? Several channels are available
to organizations and their employees. These channels can be classified into three
categories depending upon their origin and destination. If communication is initiatfed
atthe top and is intended for the lower levels in an organization and/or the pul?llc.
itis called downward communication and channels used for it are highly specnﬁ.c.
If the communication originates from below and is intended for higher levels in
In organization it is called upward communication. Here also, the channels are
ipecific. The third category consists of those that can be used for both downward

Ind upward communication.

downward Channels

d to transmit
¥ : noortant for control. They are used to
e Mol as the ways and means to achieve these

"ganizational goals to employees as well ICNE
0als. They heglp to direct the behaviour of the employeeshtiﬁ??hzﬁlzzzg?ossf
mpany policies and practices, the thinking of top man?jgememunication ol
¢ transmitted through downward channels. Down.war comr i aalinad
Sally are one-way communication. How much of this communica

J Yery-difficult to assess:

k—‘—.— .
Melvin Dalton. Men who Manage (New York: John Wiley, 1959).
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For downward communication to be effective it has to use tl'le langll;age under-
stood by the intended receivers. This means that the presentation ‘f;" vary from
level to level. In any case it should always be cl'ear, concise, and easily t{ar}slatab!e
into action. Before it is trasmitted, clear-thinking on the part of the originator i
very necessary. It should not be used as a sounding board. The most common
channels available for downward communication 1n an organization are briefly

outlined.

Memos and directives Memos and directives are the most commonly used
channels in almost all organizations. They consist of a typewritten or handwritten
note that goes to another employee in the organization. The contents may vary.
They may consist of a plan, a policy decision, or a day-to-day message. All memos
relating to personnel practices like promotions, discipline-related notes, etc., fall in

this category.

Posters and nofice boards When the number of intended receivers
are large or when the contents concern most of the employees, most organiz-
ations usually resort to placing memos and directives on notice boards. These
notice boards are prominently placed in-strategic. areas to catch the attention
of everyone. Posters also provide the same effect. For example, the celebration
of safety week and ways and means to-ensuré safety on the shop floor can
be better communicated through visually appealing posters than through typed
messages.

Annual reports These reports, published once a year, give a total account
of the company activities, new experiments, balance sheet, profit and loss accounts
of the preceding year, etc. Several companies have also started giving the names
and salaries of top executives earning above Rs. 30,000 a year or more. Researchers
find annual reports useful for various kinds of studies.

Employee handbook This is a small handbook that gives company policies,
rules and regulations concerning leave, gratuity, provident fund, etc. It presents a
code of conduct and the expectations a company has from its employees. It is
usually given to a new employee at the time of joining and thus becomes 2
necessary part of induction training.

Letters in pay packet Some organizations, to ensure that their messages
reach' employees, insert letters in the monthly pay packets. This channel ensures
definite transmission and awareness of the message by all employees.

Upward Channels

g(f)v\:;rc:l ic;hannels <.)f communiczftion provide an opportunity for the employe® 1\3
sk ::fglcsuons and feelings to the management. There arc only 2 tere
ok ki is'ncefj ;dand :lhere is need for more to ensure that management 15 aWﬂn
chengs in ihg Shat t ; shop floor level. Feedback on the policies and plansE:u
communicati op floor arrangements are some of the areas where UPY
ion can be of much use. It can help in redesigning and/or making
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ections in plans and activit; : )
| arse COIT . 1vities. The f
’ Eniation are available. ollowing upward channels of

rievance procedure The g

rievance procedur ; ;
(0 listen to the subordinate’s appeals h\P € represents systematic
Jiemp 7 W e » flIS concerns and the problems he

Pply printed forms which are filled by the

ved employee and sent to the Supervisor who takes (or should take) immediate

on them.

e
jction

stion box The suggestion box is another channel which
an pmvide sufficient data to generate high productivity and er;
qong employees. True, not all suggestions may be workable, but if sufficient

publicity. is given to those suggestions accepted and duly acknowledge, it can
communicate to the employees that their opinions will be valued. ’

Morale and attitude Surveys Morale and attitude surveys are conducted
by some organizations before initiating changes. Just studying the state of affairs
in an organization can be very useful; since employees in most cases do not have
o reveal their identity, they often provide useful information which otherwise

if used properly,
sure satisfaction

T

-oeessiight well be withheld for fear of reprisal. RSN

Exit inferviews Exit interviews are “chats” with employees quitting the )
organization. Since they have decided to leave they will be frank in their comments

on procedures and policies. These views could later be used to improve the
functioning of the organization.

Open door policy Some supervisors follow the fairly new open door poli_cy.
under which employees are free to drop in at any time to discuss problems v.vnth
them. A few organizations may not practise this policy .bec.aus.e of obvious .
shortcomings; employees may keep coming all the time, making it difficult for the
supervisor to perform his normal duties. ,

p;here are all:) other channels that can be utilized for both upwarc! and dqwnward
tommunication, for instance house magazines, unions and g.rapevme..‘Ul}lon:1 can
be very effective in selling a policy to worlfers or in developing al lpohcy ort em;
Similarly, house journals publish articles written by ?vorkers as well ast F:::fgzr;c;n
giving th;:ir points of view. The grapevine, which is really organizall gossip,

St i anagement to enforce changes. The news
:;saalso beer(li u;:hzed iszectlvely Ry kers’ reactions are studied before
1 a proposed change

eaked out and the wor
' taforcing, dropping, or modifying it.

a COMMUNICATION NETWORKS

4 s of communica

It tion in a number of organizations, or in
U we he pattern .
observe the p different times,

we find that they are st.ruct.ured around
e same organizat'ion at - vatterns arc called networks. Comm;mcauon nem;lorks
h work relationship. 'I'thtﬁgf Fhe work group. They tell us lLow tise' %r:;[:z l:;aca:ng
!Ethc SRRl Ssper k relationship among its mem ers is. C pniee ion

)ether and what the Wor | culture of the organization, superior-subordinate
orks also indicate the genera faction of the employees.

the satis
: . me extent,
ionship, and, to SO !
R ‘
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The Networks’ Influences on Organizational Activities

In all organizations, communicatio
between positions in a purposive
satisfaction. However, each kind

n is not diffused and random but is transmitted
mfanner designed to increase productivity and
; . d of network has been found to show.varying
:ar::ftlil:ti:tr:z:sac::l tf:::-;?tl.:::el:do?rgan.lzational activities. We will now study task-related
P cordlmions ToHi various networks on the outcome of these activities.
.“‘amd are based on research srudies and take into account
only the extremes, i.e., cricle and chain.

Efficiency Efficiency, as operationalized in terms of speed and time, is an

important index of }hc overall effectiveness of an organization: the greater the
efficiency, every thing else remaining the same, the greater the viability of the
f)l'gf.imzallon. Efficiency has been found to be superior in a chain network to that
in ellher_the wheel or circle. The reason is simple—a message is passed down the
h.1erarch1ca] levels to the relevant point quickly. The transmission does not take
nme.because_ there .is not much interaction between the sender and the receiver.
But in the Cerl?_,Sggl,lQ!@Q;r},-_ since it is more or less a face-to face group, they

interact, seek clarification, raise objections and, as a result, efficiency as defined
here goes down.

Quality of output Quality here refers to relatively defect-free services or
goods. The better the quality the greater the effectiveness of the organization.
Generally speaking, quality has been found to be superior in the circle situation
than in the chain. Five individuals pooling their efforts, it is hoped, will get better
results than a single individual.

Satisfaction of employees |t is found that the employees are much more
satisfied in a circle network situation than in the chain. They are free to contribute,
take initiative, and treat the assignments as a challenge, unlike the chain situation
where the receiver is only the end point of a message without any scope for
suggestions, contributions, initiative, etc. Employees working in.the circle network
usually have been found to have higher commitment, motivation and morale.

Response fo change Chains have been found to be more resistant o change
than circles. The resistance usually emerges al lhe_ top level in the cham' htI:cause
change is perceived as a danger that may jeopardize the status qu.(T.‘(’Jl‘h;s ls‘ ;Im
true among other levels but is not so pronounced. It has fa'ec.fn nf)n'u,. nha'l ‘(.b ain
networks have a tendency to maintain the status quo. Th.e circle b\lsl‘ldtlon ‘::1 . ‘;eg
found to be more flexible and willing to accept change. Since therc "‘I,“S es:;’en::);q
herarchy i this case.there is no threat 0 the st 1 OB o L,
working in a circle communication network situation. Bcs;l u:s»: worki‘ng ?n chai::
to new situations has been found to be much better than those

Situations.

Supervisory style As the nature of the net

in the chain situation has been f0}1 n.d t‘o bfj rdeis[ik
—Concern-is the task; the- employecs. likes ag' tance
is is further reinforced by the sheer disia

work suggests, supervisory bchz'xviour
latively authoritarian. The primary
es are of secondary importance.
‘between the superior-and-the
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nts® have been conducted to study the effect of varjq,

. vity of employees. Various kinds of com
‘ on and productivity © pomi e
on the s;casnifaa:;l been isolated and the effect of their differences on p
networ

have been studied. For example, the following three kinds of network
ve ) . . .
fc?und to be very common 11 all organizations.

8 Netwy . 2
Munjeg:
rOdUC[iv . 3,

hc’.Wc be!n

Several experime

Chain ’_;_:
; sents a typical bureaucratic system that follows 5 forma
Z:r;nigz;:atzgﬁr;attern. Heryepthc communication. goes through the proper Chann:': 4
following strictly the hierarchical system. Thus 1f A has to ’commumcate With
it will pass through B, C and D in that order. Slr_mlarly, E’s reply to A wij be A
through D, C and B in that order. A cannot go directly to E. 9

"'::' - AL,

Chain Wheel C,ircle

The wheel is slightly different from the chain because here the levels are reduced.
If E wants to communicate with D he has to go through A only. Similarly, other
members of this group have to go through A to communicate with other members:

In a way, this represents a division within a large organization, with the division
head controlling the communication.

Circle

As opposed to the chain and wheel, the circle ensures communication among all

mi? bers Of the group. E}'ﬁCh member can directly communicate with other member(s)
Wwithout going through Intermediary levels. This implies that in work there are no

hierarchical levels a ei
nd that members do not feel i nel theif
Communicati constrained to chan

on via others. The circle . cipative
system, epresents a peer group culture or a particip

25
ee for example H.J. Leavitt, - o
P?rformance"p Leavitt, “Some Effects of Certain Communication Patterns on GrovP

- orormance”, Journal of Aby S i
A. Bavealas, “Commu f Abnormal and-Social Psychology;

risstion P o 1951,46, pp. 38-50. See als*
ication Patterns in T iented G ; '
of America, 1950, 22, pp. 125730, o ourant of Acoustic SocitY
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326 Personnel Management

subordinate. Circle situations, however, have been fotund to be characterizeq by
peoplc—oriemation though tasks still remain important.

Organizing There is greater difficulty in (.)rg.a‘nibzmgdmrcles than chaing, 1,
the circle situation, since the work relationship 15 base on mutual cXchange,
bargaining. lobbying, etc., are often resorted to, making orggmzfxnon dlffl.cul[. In
a chain the work relationship is based on the structl{rf:d orgamzallor?al Tcl'anonship
and as a result. authority, responsibility, a_ccoumablllty. etc. of the individuals are
clearly delineated. This is not so in the circle network where the whole group s
respons.ble. Who will do which aspect of the task, why and how, are the questiong
raised as soon as a lask is assigned to the group.

The choice of a specific communication nelwqu depends upon the task, leve],
technology and gencral culture of the organiza!:on. Research and deYCIOpmem
units of many organizations usually follow the cm:lq netwqu because ideas have
to be generated by a group of employees. Their task is relatively unstructured and
supervision is employee-oriented. In a process industry or on an assembly line the
chain situation might be more useful because the task is clearly structured and
jobs are clearly defined. However, it should be kekpt in mind that no organization
can have a pure form of either circle or chain communication network. Employee:
generate their own systems of communication which usually are a combination @

both.
O COMMUNICATION FILTERS

Despite its significance, communication among human beings has always beel
problem. It suffers from distortion—sometimes intended, sometimes unconscious
and it seldom reaches the intended receiver in the form it originated. Distort
in communication takes place because of both environmental and human fack

In a factory situation the roar of machines makes it difficult for both s¢
and receivers to transmit. They either shout or resort to some form of B
communication rather than verbal. In many factories the workers on the §

. |

Gesture§, use of various parts of the body, facial expression, etc. are some @
mechanisms that serve the purpose of communication in cases of high envire i
noise.
However, the most important are human factors. Assumptions, val
::per:;nces, stereotypes and predisposition influence both the transmissi®
di:fpn‘o; of messages. These are filters and messages passing through 1€
thini seth.atL;t L;ls take the case of Kumar who is known to be lazy. His supe
e has to _

idea for R - - tl;:am I({)zma.r to work. Should Kumar some day ha\.‘e.
oy couldpsr uction process it may well not be percel™®
ave time and money when put into practic ¥

as an attempt on the part of
: of Kumar to shi i Som¥
human factors in a ljttle more detail itk work Welwiififook "

Tendency to evalugre ¢ ,
aluat ' : :
¢ One of the major causes of communication bré#s
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" the human tendency to eval i
‘dislike, agree, disagree———loaded

== Y : ave their own unique ways of perceiving, relatin

and communicating with others. Predispositions are highly iﬁiividualgi,zed ang
¢y are the result of onic’s valucs, upbringing
ings. For example, a highly authoritarian

o . g unperceptive. He feels that others are
gt VLI 8 . A A - S i
o v like him, as a result tunes his communication accordingly. If the receiver does

_happen to be like_ l{im lthere may not be any communication at all, but if he. is
docile the communication is more likely to take place.

Values and attitudes Values and attitudes are tendencies of an individual to
evaluate an object, a communication or an event in a certain way. During the
process of growth we develop a number of attitudes and values, and in our interaction
with others we use them and act or react accordingly. A supervisor for whom
work is worship would be extremely annoyed with workers who take leave frequently,
loiter, or just do not work. The idea that work is most important is so ingrained
in him that he cannot think of anything else.

Thus we see that all communication is based on a number of assumptions
about the receiver. In the absence of any information about the receiver the sender
assumes that the receiver is like him; more than likely this assumption will be
emoneous. But we do have to make some assumptions about the receiver and' the
most readily available are those of one’s own self. To a large extent thfese ‘asumpuons
e responsible for distortions in communication. However, the point to be noted
is that these filters are active in both the sender apd the receiver at a lrglwt’-n it
of time, What they suggest can simply be summarllzed by sayfng thﬁ;:c:ﬁﬂ;sm}]l_ag
lies in the mind of the listener and not in the words of a comm :

Words are simply vehicles to activate the meanings.

3 FEEDBACK

ed receiver, the communicator
back ensures that the process
e the form of a r}od,. an
ed in the communication.

To be gyre that the message has reached the mtendd

of '0 get some acknowledgement from hm’;"h!:scf:an tak

accommullication has in fact taken placc. 10 uggest
» edgement, or an execution of the behaviour SUgE
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. rO ldes a learnlng 0 0 . - : ' l

icati eceived as intended or not.

whether communication has been rece ' ‘
hln organizational settings feedback is essential. Efu.h employee needs l(? know
where he stands vis-a-vis the organizational expectations, so that he can adjust his

behaviour. Similarly, all organizations need some feedback fr:m employees op
their policies and practices in order to make lmprove:rpents wberekverbnecesSary.

All organizations have mechanisms to seek and receive feed acks, because the
overall viability depends to a Jarge extent on the sharing of mformatmn.. HOWf’,ver,
it is often noticed that the efforts of a management to plan and estabhsb reliable
and formalized systems of feedback are often defated because of the w1despfead
tendency of people to establish informal channels and glso.beczfuse of various
sources of distortions. Since most of the feedback in organizations is work-related,
the system should be improved and made more effective. The following observations

are useful pointers:

1. To avoid unpléasantness some managers and supervisors provide only positive
feedback. Whenever an employee does something commendable, a useful positive
acknowledgement is made. Actually, both positive and negative feedback should
be provided. It is equally necessary to tell the employee that he is not doing
something correct. If the employee is not told, the mistake will recur. |

2. Feedback should be focused on the specific action rather than on the individual. |
éomments relating to behaviour are accepted more easily than those relating to
an individulal’s personality, attitudes, feelings, etc. _

3. Feedback can be valuable if it refers to the description of behaviour in terms
of “more or less” rather than “either or”. It makes more sense to say “improve
your skill” or “make fewer mistakes” to an erring employee rather than “your
work is absolutely correct” or “don’t work at all”. K

4. Feedback which is provided “here and now” is more meaningful than delayed 3
feedback. If an employee has done something inappropriate it is necessary to tell 3
him immediately rather than wait for an opportune moment. By then he might } :
have forgotten the event. y t

5. Efficiency and satisfaction in an organization can be improved by prOVidi“&; ‘
feedback as a way of sharing information rather than insisting on the “rightly
way of doing things. Sharing means that the employers and employees togethel
study the problem, evaluate various alternatives and choose the best. This convey®3
:::a:;zssfage to the employee that his opinion is valued and he can contribUi%g

gfully in achieving the organizational goals. '

Skiﬁe::; ?fil;“t:us plays an important role in the communication process. It requ!
in decisions ancgim;,ss on the part of managers and supervisors to involve cmpl'DY
e S.];irc the necessary information with them. Unless emploxces'
people e ng't ::’l bﬂOt resch.t their employcrs_ As organisations grow. mn 'S
asqet Y e able to keep in touch with each other and with the organu.cauon
es and plans. Hence, there is a constant need to evolve mechanisms :
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municatc with _employ’ees, SO tl?at they feel part of the organization. We discuss
.ﬂ'“w one orgaplzatlf)n_s experience in trying to meaningfully establish a
| Momunicalio" link with its employees.

I b

] mmunicaﬁon in Voltas

- company hgd a h_OUS¢ magazine with a standard layout consisting of a message
-om the managing .derCIOI‘. articles about current business affairs, photographs of
Jilee watch recipients, newly weds, children, etc. The magazine was distributed
o every employee in the office.

over the years it was felt that the magazine had not served its purpose because
e employees, by and large, were leaving it in the office instead of taking it. It
yas, therefore, felt that the magazine did not provide sufficient interest for families—
(did not include articles of interest to them such as a health guide, home decoration,
iz for children, etc. It was also felt that the company should be able to provide
ymagazine in which an individual employee could voice a grievance and get a
witable reply from the officer concerned.

-~ - The:necessary changes were made and the new aims and objectives were fully . ...t o
net, makifig the publication very popular and establishing a direct link with the iy
employee and his family. The number of grievances published has increased,
replies are forthcoming, together serving the purpose of taking corrective action
nd also indicating the general industrial relations health. The magazine is posted
directly to the homes of employees to ensure that the families too read it. That it
is popular is confirmed by the contributions received from family members.

However, the employees union has strongly opposed the publication of this
magazine and has termed it a wasle. It feels no need for direct communication
vith employees and their families (partly because it feels that the magazine might
be treading on the union’s role). Nevertheless, the enthusiasm shown by individual

employees fulfils the aims and purpose of the magazine.

Summary

ation ensures survival of the organization. It is a

Means to make members work together..Bcsidc b-eing one-way apd two-way,
“mmunication can be both formal and informal in tlTe organizations. Formal
“Ommunj ol n be downward (¢-.g. memos and meeting, poster, annual report
. unication ca rievance proccdures suggestlons_, exnt. mtervncv»'/s, etc.).

¢) and upward (¢.8- & munication can suffer from distortions both intended
" Spite its signi1-:'i¢:arlc:t?as‘lcf’:r:‘e of the reasons for distortions are tendency to evaluate
well as unconscious-

reotypes: values, and, perceptions. Feedback can help
Pre-existing ammdes} 2o ion. Feedback however should be prompt, both
mprove the quality ©

co unicat
Positive and negative:

Open and two-way communic

focus an action and behaviour instead of individual.
ocC

Revi ise , _
eview Exerc _contﬂwerSial argument as an issue. Read it aloud to
| Take a short nof st the individual to narrate what he heard to

i Requc
another indl :
- N N

yvidual.
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another. Let the account be related to a fourth individual. The Message

should be relayed through at least five individual.s.
(i) Write your observations on the final changes in the contents and oy,

of the material. - ..,
(ii) What would you suggest to guard against distortions in tp,
communication? - -

Suggested Reading

Bavelas, A., “Communication Patterns in Task-oriented Groups”. Journal of
Acoustical Society of America, 22, 1950, pp. 725-730.

Roges, Carl R. and Roethlisberger, F.J., Barriers and Gateways of Communication,
Cambridge, Mass. Harvard Business School, 30 (3), 1952, pp. 1-48.

Lesikar, R., Business Communication. Homewood, Illinois, Richard Irwin, 1972,

Poters, W., Communication Within Industry, New York, Harper and Row, 1950.

Thayer, L., Communication and Communication Systems, Homewood, Illinois.
Richard Irwin, 1968.
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ETHICS anD SOCIAL
RESPONSIBILITIES

“The modern large industrial corporation is in some respects a public institution...it
holds power in trust for the whole community.”' The quotation epitomizes the
awesomepower, influence and resources that the present-day business corporations
possess, and the extent to which they can contribute to the society of which they
are a part. eomich

The present-day business corporation functions in an environment where demands
on it emanate from several groups. This has. to a considerable, extent, resulted
from a changed social environment and value system in the community. The
realization of the social responsibility of business has spread down to the retail
level today.

J R D Tata, a leading industrialist stated, “there is little doubt that the technical
resources and managerial talents of organized industry have a function in society
and obligation to the community, much wider than the mere discharge of their
primary business function.”?

The most commonly accepted form of an enterprise’s responsibility is towards
the groups that have a vested interest in its growth and profitable functioning, i.e.,
consumers, shareholders, employees. This responsibility entails ensuring the
continued viability of the enterprise. In the first place, it means making profits and
paying a good dividend to the shareholders. In the the seconq place, th§ payment
of wages in the employees’ economic interest, (including fringe benefits) whlf:h
is commensurate with the going market rate. The responsibility rests on the chief
executive and his team of employees to function in these roles in a manner that
the above gains are realized. _ - S

The study group of the Calcutta seminar on the soc1a1‘ responsibilities of business,
tmphasised certain other featurcs besides the need for an enterprlse to make‘ a
Profit. It stressed several responsibilities business has—(1) to itself, (2) to its

SR. Jain, “Social Responsibilities of Business”, Eastern Economist, 30 June 1972, 58

+. 1 Pp. 1259-1260.

- Ghouse “Management Input in Agriculture .
féﬁpon of the Study Group of the Calcutta Semtnar,
Ueutta; Oxford and IBH, 1969), pp. 9-10.

» Economic Times, 21 August 1976, 2 5.
Social Responsibilities-of Business .
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customers, (3) to the workers, (4) the shareholders, (5) the commutmty, ?(lind (6) the
state. Part of the managerial task is 10 harmol.llltf3 tzs;:ys;ﬁ:irr?ei,s i‘(‘)’ N nz::ﬂ:lmﬁs

sorl 3 i rtant feature 18 for € the
conflicting interests. Another 1mpo ' o giodp el
fullest possible use of its resources both human and material, as has each individyg)

to utilize his knowledge and training. ol

nnel function, perhaps to a greate ¢
witvﬁh:rgjircsl?ng the focus fof the OIJrganizalior{’s social concerns. I} is 1’1;;01v§g W.ith
human relationships and not with the economic aspects .Of producFlon. € objective
is to obtain individual employee satisfaction and harmonious yvorkmg relau.onst.ups_
be it interpersonal, intergroup or intragroup——togclhc.r with the organization of
human resources for the effective utilization of machines and materials.

It must, however, be noted that the organization of a personnel department
does not imply that the line managers will relegate consideration of the worker’s
point of view or other personnel matters to the personne.l department. In faf:t, the
opposite is desirable. The line manager, being the supervisor, shou}d dea-l-wuh the
“people” problem. A concern for “people” problem by the supervisor will help to

create a conducive working environment and the personnel function can also |
""develop a sense of responsibility for concern in an organization. FaataV
The personnel function offers many instances where improvements have been |

made in the recent past in respect of wages, working con&i_'t—iif_)_iiiis"‘:w“élfar_qAand7j70b "
security reflecting, to some extent, the rising standards of “ethics in business .
Many now scem to see the desirable benefits to the corporation through better |

terms and conditions of employment. ' —

Until the recent past the primary concern was the profit motive. It is now |
slowly changing on account of the changed value system and the changed role of

the government—more egalitarian and development-oriented policies rather than
a laissez faire attitude. We shall examine briefly the profit ethic, as it still serves

a purpose and many corporations do not think differently about it, before considering

the firm’s social responsibilities.

Q SOCIAL RESPONSIBILITIES OF BUSINESS

There is an increasing awareness of long obligations towards society among the

businessmen. The businessman has, for long, been considered as a steward—2a
person engaged to manage the business in the best interest of the shareholders.
However, a large number of businessmen have actively believed that they are
servants of socicty in addition to being the safeguarders of the interests of the
shareholders. That however is not the sole aim of their duties. To businessmen-
the main aim of their economic life is to achieve a higher standard of living which
requires more and more production. They believe in research and development fof
tmproving methods. products and the standard of living. The businessman also
hclw'es that incentives are necessary to achieve higher ;')roductivity. Profits ar¢
conmd.crcd to be the greatest incentive and a reasonable return on investment is
essential to maintain and improve production, Wages linked to the net productivc

‘( i i i » - X
¢ ‘m(lirlbgu-on ot the workers are favoured by them, as an incentive for mprove
productivity and as a matter of simple justice.
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Ethics and Social Responsibilities 361

Businessman also belicves that increased production would lead to a higher

- standard of living and that the interests of both the labour and the capital must be
- in harmony. In order to promote this harmony, businessman tries to ‘educate’ both
- labour aim.d society. He is therefore concerned with capacity utilization, worker
* productivity, sales and competitive prices. Therefore, the fundamental purpose of

their efforts is to make profits. To this end, goods and services must meet

contemporary maket requirements in terms of both quality and cost criteria.”

- O PROFIT ETHIC

In the not too f!lstanﬁ past, business corporations were considerably more insular
in terms of their social and community obligations, and accepted as a guideline

* what was subsequently termed the “profit ethic”. Examples are numerous of the

g

. profits and viability overrode other considerations. Profit is an indicator of the .-...

“sweated trades” where employees worked long hours in very poor conditions to
produce a greater output for their owners, Again, one can cite the former apparent
lack of concern for the consumer in terms of poor quality goods, adulteration and
the blatant exploitation of market conditions. While fortunes were made. apathy
towards the affected was common.

This is not to de-emphasise the importance of profit per se. Profits are a'uséful

-index to measure the efficiency of an enterprise. In fact, the traditional systers

emphasised the importance of the market hence the concern and attention for

internal efficiency of the business organization—the way it has organized itself,
the manner in which it relates to the market forces which is the crucial factor in- -

. determining a demand for its goods or services vis-a-vis competition from other

i

]

.~ organizations. But profit has to be viewed in a certain context. Sole dependence
- on this indicator has now come to be questioned. This changing emphasis is to a

large extent initiated by various social groups. They are:

1. political organizations—political parties,
2. social institutions—welfare and religious bodies, asnd :
3. labour unions (National Trade Union Federations)”.

The first two are external to the organization and are reflective of the value

. System and aspirations of people giving direction to society and synthesizing the

morals of the community and its ethical and value systems. Thf: labour unions,
through the larger national federations, have a wider base than might be supposed

including participation in the political process to lobby support for their interests.

-

. “Mtrepreneur was intent on getting a

l

|

F

b

But more directly, they exert pressure on the managements of corporations to be

More professional in their outlook.

The traditional profit concept centred around the individual capitalist. The

high return on his investment and did not

e —" Englewood Cliffs M.J.: Prentice Hall, Inc..

:E;‘biﬂ F.. Human Relations in Administration,
4,

19'73‘ Gupta, “Social Responsibilities of Busincss
5:28 (102), pp. 19-22.

» Indian Journal of Commerce, March
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what belongs to me is the right to an bonourable livelihood, no better than that
enjoyed by millions of others. The rest of my wealth belongs .to the corpmumty
and must be used for the welfare of the community.” Again Gandr?l stated,
“Everything belongs to God and was from God. Therefore it was for his peop!c
as a whole not for a particualar individual. When an individual had more than his
Proportionate portion, he became a trustee of the portion for God’s people.” Ar}d
agin, “The rich cannot accumulate wealth without the cooperation of the poor in
the society,”8
The rich “haves” had both a moral and social obligation to utilise the surplus
funds for the “have nots in order to improve the standard of their living. It may
be. useful to classify an enterprise’s responsibility on two dimensions, one the
private and the other the social. The former is to itself—its viability and its
employees; the other to the larger social interests as synthesized and manifested
by the various social groups mentioned earlier.

Conflict£ of Interest

Conflict of interest may be defined as an activity indulged in by an employee

which Is 1 either legitimate nor in the best interests of the company. The company
expects 1ts employees to have complete loyalty to its interest.

RS RETe I8

I. Government officers have certain codes of conduct related to conflicts of
interest—they are not allowed to accept gifts from people with whom they
conduct government business. They should also not use inside information
for personal gains. They should not take up any other employment which
conflicts with their present work as government officers.

2. For businessmen, the codes of conduct applicable are listed below.

-» For trustees—they should take all decisions keeping the benefit of the
trust and not of their personal benefits in mind.

* For agents—a particular agent should not respresent two principals in
the same deal without their prior knowledge and approval.

* For corporate officers and directors—they should not take decisions on
matters of their own private interests which could be prejudicial to the
interest of their firms.

These codes of condut have been imposed externally and breaking them

can have repercussions, like the dismissal of government employees
responsible for financial loss of fine or imprisonment in extreme cases.

They are supposed to play an important role in avoiding conflicts of interest

which otherwise could cause damage to individuals or companies.

Principles of a Sound Code

There are three basic characteristics common in most of the professions.’

S

(Ec;v' M‘-’Oflh}h Gandhiji’s Idea of Trusteeship in Social Responsibilities of Business
A Mbay: Manaktalas,_ 1966), p. 105.

AUSH ' .
I ?n:pRl;V “Code of Conduct for Executives”, Harvard Business Review, Sep-Oct
' PP 19-27,
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great extent about employee? concerns, Sf’Ch as paying
ding welfare amenities. Besides, socwt'y itself was tg

ed to the “individual” ethic. In recent times the.POIitica] i
ethos has moved towards a more socialist spci;t.y. Besides shifts in pqlmcal 1d€ology' ¢
other institutions have also played a significant role in chan.g‘u?g values and.;«:
expectations. In India MK Gandhi sought to balancc? the economic interests of {he
organization with its social obligations by formulating the concept of trusteeship, |

rouble himself to any
adequate wages Or provi
considerable extent orient

Mirages of Ethics

The absence of a commonly accepted definition for ethics creates room for confusion
in the minds of the business managers as well as the observers of their act.

“The following definitions are those used by Baumhart in his book. I use them,
since I have not been able to come up with anything as simple, straightforward
and easily understood. )

“Ethical: conforming to principles of human conduct; according to common |
usage, the following terms are more or less synonymous with ethical— .
moral good, right, just, honest. g -

Ethical standards: principles or ideals of human conduct.”

Anti Monopoly Laws

The Anti Monopoly Laws are externally imposed and a code of conduct which
state that:

* competing businessman should not form cartels—which fix prices at which
their products are to be sold;
* competing businessmen should not agree to carve out market shares between
themselves; and k
* businessmen and traders must not get together and hoard stocks of items
that are short in supply, e.g., kerosene, cooking oil, etc.

Trusteeship

The: Gandhian concept of trusteeship sought to intergrate the interests of the ;
busxqess corporation and society through a philosophy of egalitarianism. He preached
2 philosophy of voluntary social change; he wanted those possessing wealth 10
realise the suffering of the poor, often quoting his own spartan life style as an &
:xample of a life above ostentation and desire. Gandhi did not object outright 0 ¢
ortGuzsz lﬁezln% made or amassed either through business activities or inheritance-

1 have comee bmedftr}e theory of trusteeship in the following words: “Supposing 1
of trade and i Yy a fair amount of wealth—ejther by way of legacy, or by means |
and Industry—I must know that all that wealth does not belong t0 f6 3

E'__‘—-——-_.____________ : '

A. Monappa Ethical Attitude a-Manag . .
. £ t[t i i i

7q ssociation, 1977y, ttitudes of Indian Managers, (New-Delhi: All Indi .

Baumhart, R. Ethics i ‘i 968 P‘“ .

Ethics in Business, (New York: Holt, Rinehart and Winston, 1968). P
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policy guidelines. The several areas are personnel selection, training and employce
development, performance evaluation, wage and salary administration, welfare
and labour management relations. We need to examine a few of these areas, tO
understand some of the issues involved.

l_e]i:ii)isl_)’Slf:m-atic selecation sys.tems ne‘ed tc:t be e:stahlished to cnsyre vzflid.il?' and
. eltry (r);f mstrurpents for the _|‘0b ?m'd identification ?f l?le 1OsL SUl.tab]C 1ndmdua},
Capacitie; at tbe job and the individual Fmplf)yee S 1ptercs{s~1n terms of his
B oy find interests—and Fhe corporatlops job requirements and promgnonal
dcprivedl lees are fulfilled. Wn'th regard to issues such as egfial cnportunity .for
s lf) :son;. normal selection Procedurc needs to b-e -modlhed to accomfnouate
PrOCcdurept;e?:n to formul.ate and 1‘mplement such dcc:snc?ns. Selection policy apd
W o ome more d.lfﬁc.ult since t.hey need to take into acFount not only the
rporate’s employce: obligations in this regard but legal requirements t0o.

2: The environment in an organization is important since it could either encourage
or discourage education and self-actualization of its employees. Self-development
helps employee growth and improves skills on the job.

3. Few tasks are more difficult than that of evaluating an employee!s performance
over the year. In the elusive problem of choosing the relevant “criterion” for

‘evaluation, personal bias and the employee’s points of view ate, indeed, hard to"

reconcile. Yet an employee would like to know where he stands and what
improvements he should make. This is possible where feedback and counselling
are also made a part of the evaluation process, or in a culture where superior-
subordinate discussion is encouraged. s e

4. An area which is becoming increasingly complex is that of wage and salary
administration. The search-for scientific and acceptable measures to establish “a
fair day’s pay for a fair day’s work” is a never-ending one. Techniques such as
job analysis, and work measurement are some of the objective methods used to
establish a basis.

Reconciling the employers capacity to pay the going market rate with the
expectations of workers, is another area that has led to a considerable amount of
conflict. From a corporation’s social responsibility point of view, it might be

suggested that it should pay its employees a need-based wage to cover the minimum

necessities of life such as food, clothing, rental for accommodation, reasonable
marriages and provision for old

medical aid, allowances for children’s education,

age. , :

The issue of the payment of 2 need-based wage is complicated by factors like
the wide range of industries each with their individual capacitities to pay; the.h-nk
of productivity to wages ina protected economy where wages and productivity

have little correlation; local variations; and the effect of such increases on the

economy since the outlay involved would be enormous. A larger social dimension

to be considered is the gap that would be created between ff:llow vyorkers. due to
the fact that some of them would be in better placed industries, but, more
Significantly, between industrial labour and agricultural labou.r. .The prol?lem ex.nsts
€ven now, but it could be compounded several times as bargaining for differentials

would start and the better placed units would be pushed into paying higher wages
' establish the skill differentials.
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{. The member of the profession is required to have an acceptable standarg

of excellence. ‘
2. He is required to follow a code

and not imposed externally. | ' .9
3. He is required to accept the fact that the interests of the society should

come first, before his own personnal interests.

f conduct developed within the profession

Business management has to meet the above three requirements if it needs to be
at par with other professions.

O THE CORPORATION AND ITS EMPLOYEES

The internal social responsibility does not consist merely of the provision of a job
_and the attendant welfare measures as deemed by legislation. In fact, the intent of
legislation is only to set the floor, the minimum acceptable standards, below
which the organizations facilities should not fall. Welfare legislation is concerned
with the bare minimum standards acceptable to meet human requirements at the
work place. RS g

Legislation takes into accounts a wide range of factors—the various types and
kinds of industries, the capacities of these units to incur welfare expenditure, and
the basic needs of the workforce, given their socio-economic background.

In an organization, it is the responsibility of the personnel functionary to inititate
the process for a more harmonious work environment and try to evolve objective
personnel standards. A business organization is also a social organization which
consists of many personal and group relations. The social climate of desired
harmony would be dependant largely on the manner in which these relationships
function. .

The e§tablishment of a personnel unit, to some extent, places responsibility on
th? functionary to take into account the above factors and also to consider behavioural
scflence research to supplement his working knowledge. The present-day concern
:p;:‘?;?sgtzmgﬁ?:grj“{grk;rs hlas evolved not only because of the efforts of personnel
cuch asl0 t‘rade unio.ns .“se(:l:'iﬁ stgge?“ts, also. because of ,Ehe effort_s of agencies
who notice that job satisfactgio enefits .for its merpbcrs 5 perccpuve_n_lanagers
“responsible” actions of i ang contnbgtes to mcrease:d productllwty, and
fesources as an important nati lstate legislators and officials, who view human

Much of the g na. assct gnd art? concerned about it.

_ isharmony and discord, including latent ifestati h as
strikes, can be attributed again accordi : e mflm.estatlons N
Or unethical practices of ;na rding to Towle, to exploitation and the unfair
mana ' . nagers. These are characteristic of organizations where

EErS are insensitive or uninformed ab h i :
are many areas of B out the feelfngs pf subordinates. There
formulating corporate policies anagem?nt wt!ere ethical issues are involved In
and practices—if a corporation is concerned about

itS Obligations or S()c'a ed 0 ]) an ou
1al responsibilit' i W € i
1€S to its cm i : .
'I"——-——-_.___________ ployeesa 1t OUId n t l _i

0
J-W. Towle “M
’ anﬂ e » E
(ed.). Ethics jn St gement Standards for Personnel and Labour Relations™, in J.W. Towle i

ndards in A ‘ i
p. 178, ‘nerican Business (Boston: Houghton Miffin Company, 1964)-
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ween management and unions hyg

i Id have, or had b
' e extent that it shou | =
heg 8, tos ::1]'6 beginning to se€ the utility of formal unjqy

ot tiprines. there are others who pay no attcntloq bey‘olnd, g,ere lip
sl (l as t;een passed in order (0 prou—:.t tho§ I nvolve n Irz}de
scrvicc.' L.e.gisiallonb in enalized. Yet trade unionswt.h their poor Organization
o e er a erl)l:)%ip n a position to bargain effctively. .Executlvej lack of
iy nul;n bernzr :nd file and paucity of funds has,a a certain extent, impedeq
f;:cegnwft?,r;fi;?lective bar gaining. However, thelrc @ many emplo;,rehrsv\fvho do
see %Ile advantage of dealin g with the representatweg‘;f a ng)rcl)(l:pezg als;:) ;25 :ge
contract accepted and imple >mented. On the other had, employ e

benefit of banding together to ensure their security.

The process of collective bargaining entails obligations forr1 both tlixe elmpl(f)yer
and the employee. It is a rule-making process (rules' for the V\for :19? 0 fan
employee and the conditions under which this work will be fionc, con 1t}on§ or
which the employer is responsible); a peace treaty ensuring that .obllgatlons
undertaken by both sides will be honoured; that a no-strlkf: clause will 'be offsetl

.~ by no-lckout clause and that in case of dispute, institutional mechanisms- will & -
beu tilizedIt implies that “reasonable men” will search for ways to find an
agreement, °

Nevertheless, many corporations still stress economic goals over and above
worker interests and satisfaction, reflecting perhaps the sentiment that business is
for profit above all things else.

However, the emerging trend, based on the contribution of the behav iours
sciences, towards the understanding of human behaviour is an increasing ¢ oncert
for human values and employee satisfaction or “the quality of life”, or as Flanderg
prefers to call it “on treating workers as persons”. A glimpse of the statements
several Chairmen in their corporate annual reports will give an indication of t
pride that each of these units takes in harmonious and development -oriente
employ er-employee relationships. This concern for humanization and for improvif]
the quality of work.ing life is based on the desire of managements to build a  te
Zit:;;bﬁzz havehdISP arate and ‘f‘magoni?tic'gmups- Cooperation seems to ha
by managemlzzfs t\?wl:usm;ss um‘ls.,consnden'ng the er.nphasis given to thxs' aspe
and will to work ' forcicnrc theory ‘X" emphasised the individual’s lack qf i nte
theory *Y’ emphasi £ managers to rely on controls, rewards and punish me

phiasises the individual’s Capacity for imaginative work andi ngen

which T

be no :::gstcgouzz L(l;mltz e?, If the task structure is made meaningful then there:
on irect: o : pr

and commiteq, r0's and direction as the individual will be self- motiVi

. s ¢
5. The process of collective bargaining be

lis
erhaps, not estab
Eisualized. While many employer

ired by the employer o do a certain job at a C€&
»Makes a personal sacrifice of his fre 5
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Ethics and Social Responsibilities 367

the growth of trade unions to protect and further employee interests, corporations
ZZ ig:‘;eﬂ;g :t)i’]iggyer vested in the management. It is the managerial task to
P accomplishm:\? (())ff febsiour.ces—hum:.m, .rr.late.nal and ﬁnan.cml—m order to
of the power of managem objectives and v1a.b1hty of the.ent.erpnslelz. “The source
RECCSSTaEs o Frebid gement IS not ownership but ~reanizatior.” " Organization
int . S marshalling of resources, and the breaking down of tasks

o several jobs for individuals. It is the organization of the task system that th

recent behavioural in i JRIE t.at t e
' Innovations have focused upon. Proponents for the humanization
of work or for Improving the quali e . e .
damandin quality .of life have all pleaded tcr imnroving the
) CINg aspects of the production line, especially assembly line jobs; for more
discretion in work roles, for more f] 'b"l' i d ’
an employee feels a sens’e - lexibility apd for ll:ltﬁgl'atlot? q.f Fasks so that
et s aTer yie i 0 pr(l)ducmg something tgnglblg. Again it is postulaied
15 mad® thar theg shougld € emp oyer-employee re]atlonsl}lp as contractual., a.p'lea
et Cicy : consider themsel.ves as partners in progress and viability.
_ rga}plzatlons with these progressive attitudes have inevitably started in
Scandinavia. where there is a much greater degree of egalitarianism in society,
and class antagonism due to values, style, and background are not as sharp as in
_ many less developed countries. Rhe! Ty

Researchers have also stressed the need'to view the employee as a whole man
rather than divide him up into fragmentary toles. People seek employment both
for their pecuniary self-interest and also to derive satisfaction from meaningful
work. Although income and one’s specific interests are of overridings concern,
other matters such as task, status, work environment and job security are important
too.

An employee is a citizen, a worker, a parent and so on. When an employee is
on the shop floor it is difficult for him to divest himself of the other facets of his
being, i.e., the multiple roles that characterize his life. The problems and concerns
of the other roles. if they are significant, will certainly spill over into his v{ork.ing
role. The assumption, which once held its ground, Fhat.once. hired by an orga:mzauon,
an employee was totally committed to the organization. 1S not totally valid today.

Relationship of the Employee to the Firm

There are some issues where an individual has to have a sense of responsibility

to the organization.'
The contract of employmen
not be divulged, as could harm the

t usually specifies that sensitive information should
firm'’s business prospects. Employees are also

aves, he
required to protect the interests of the shareholders. e ;:n Z?Zlogfeséfl related
is expected not to give away sensitive info.rmanon nor take 'ousyemployer =
documentation. unless he has express sanction from his previ

y i i igh standards in
Owners and managers have necessarily to set and hv:v }?i};hhilﬂa; rz:l sy
order to set an example to other employees. Any conduct

e eremammp——

"A. Flanders, “The Social Responsi

Is"ﬂ'af Responsibilities of Businessl(
arrett Thomas M., Business Ethics

eating Workers as Persons”, in

1966), pp. 213-239.
dia Press, 1970. pp: 91-100).

bility of Industry: on Tr
Bombay: Manaktalas,
(Bombay: Times of In
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s shoud be identified and action taken, e.g,,

i urce : ices li
its reso ompensation, some practices like cash

company’s interests Of

-' c
theft, pilferage, etc. Agf:jln.ln? th:[ ;;e; :nft O ok TedtesS Howeveriivis an
erated claim
payments Of exagg

i »s products are spurious, the employee
1ed loyalty, for example, if a firm's proctt :
?152": :ild;:?to );ri.nyg it to the notice of the authorities Of the publnlc.l The concept
of whistgle blowing encourges employees 10 bring tf’ light unethical practices of
the management. if all internal efforts to reform fail.

O CORPORATE ACTIVITY AND SOCIAL RESPONSIBILITY

Linkage of Corporation and Community Relations

“In the older days in India. whenever there was a famine, the leading businessmen
of the area would literally throw open their godowns and their treasure chests to
provide food and other assistance to the needy. The history of every region of this
country is replete with stories of the magnificent manner in which businessmen
rose to the occasion in times of calamity. Even in ordinary times, it was the
businessmen who looked after the welfare of the dcsti'iulc.li’l‘férg'géhﬁlas, wells and |
ponds wherever water was difficult to get, the pathsalas and so on. So for us to
accept social responsiblity is no more than rededicating ourselves to the cherished
values of our ancestors in the field of business. Gandhiji reminded us of these *
values when he propounded the theory of trusteeship.'?
In recent time_s corporations have been increasingly concerned about the society 8
:g \::;cz (:il:[)rll ;:::f; l:]olrgtnulrynlsfgl:cgf,: concern on their part to give back something
increasing concern expressed by th SI.lStal.mng o b}: t th:ere 142 50 beeny

y the community on the relationship and involvement.

of corporations with it especially i .
. ; ’ Yy In matters such as pollution, equ rtunity,
and specxfic projects to help the poverty stricken. P R Y_

A business organization

the community which in

stry”, in C.N. Vakil (ed.)». 8
i: Orient Longman, 1973
Commerce, March 1975, 3
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Ethics and Social Responsibilities 369

advantage of the difficult situation existing in the country and exploiting it to their
advaptage. to an unethical extent. The Monopolies and Restrictive Trade Practices
Act and the use of MISA to de-hoard stocks by traders, are two examples of

authority used by the government, in recent times, to control anti-social activities
pread, as David Rockfeller put

by business. Resentment against business is wides
it very succintly:
consumer, d * ying the environment
IS

rialist, consi the current business

mood as be faac . - .
e ne of E‘hc abdication of soci  sponsibility; of leaving it entirely
Wh gove nt to “look after social we
at, . .
communitgne (rinag' ther? ask, can business corporations do to contribute to the
hat. we nZe&:lnt the society of which they are an integral part? Before ansv&ering
14t we nee o sider the socio-political environment in which business has

an

)

The most fundamental and comprehensive piece of legislation in this respect is

the Companies Act. 1956 which-makes it compulsory for an organizalion to have
aCo tary who will ensu pliance witk the requirements of company

rate conduct.

law seeks to regulate
‘h -



370 Personnel Management

follow”.'s Owing to malpractices prevalent, many controls were impgsed. One of
the reasons given was the “somewhat limitcc_i accsgtance __Of the principle of socia
responsibility and social obligations of business " in India. Another. factor is the
relatively slow progress towards professionallzatfon of -rr{anagcmcnt In companieg
which would otherwise have probably resulted in a different character and type
of management. _ .

In advanced western societics, besides a high degree of profe§51onahsm which
imposed certain voluntary restraints on managements and a certain informal code,
there were also financial institutions which functioned as watch dogs of the manner
in which finances and resultant practices were being adopted.

Social environment India is a country of villages; 70 per cent of its population
of over 600 million lives in 560.000 villages. It is steeped in poverty, lacks
education and s, to a great extent, caste bound. The worst off in this category are
the landless labour who have hardly anything to fall back on. Srinivas'” states that
“Indian villagers live in a hierarchical universe, the twin hierarchy of caste and
land”. Hierarchical attitudes are instilled from a young age and prevail even when
they migrate to urban areas in search of jobs. ey T RRRAT RS T

Another feature is that the life style of these urban workers remains predominantly
rural. This has implications for the decision-maker in terms of local loyalties.-
That is, once a rural worker comes to an urban area he is treated as a source of
employment by his less fortunate brethren. Nowadays, however, this phenomenon |
is coming into conflict with the “son of the soil” concept which seeks to give |
preference to local people for jobs which do not require much skiil. Employment
being scarce, such a demand can be viewed with sympathy be decision-makers.
“Interlinguistic and interethnic conflicts are likely to be endemic in the big
‘cosmopolitan’ cities and in areas where new townships have been created around
a vital industry, e.g., steel and fertiliser towns”.!®

With these socio-economic characteristics, there are numerous possibilities for
the manager to undertake specific projects, for example, housing, medical care
and generally improving the quality of the life of the workers. It has been pointed |
out earlier that an organization has a plurality of interests to serve, as represented
by various vested interests. In addition to the vested interests it also needs to keep
in view the larger community of which it is a part and contribute something to
make that a better place to live in. There are two dimensions—the micro or the
vested i-nterest groups, and the macro, the larger community. We have already
dealt with the micro groups, i.c., employees in particular. We will now examiné
some examples of how corporations have been involved with the larger community-

The corporation and the community Many corporations have in the
recent past ventured into rural development schemes. A national seminar on industires

16 h
Background paper prepared for the semi “Qae; e 8 eSS
1nar o : of Busin
(Bombay: Manaktalas, 1966) n “Social Responsibilities

17 i
M.N. Srinivas, “Social Environment and M ' ic and
’ t ’ ay vy 11} no’n‘c
Political Weekly, |5 MBeet (o nt and Management’s Responsibilities”, Eco

"*"M.N. Srinivas. op. cir,
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cinics and dSocial Kesponsibilities 371

Jricipation in agriculture apd rural developement was held recently to examine
e contributions that corporations have made, and can make, to the larger community
of which they are a part.

The extreme poverty prevalent in the country was mentioned earlier. The

overnment is now making efforts through its various plans to improve the quality

of life of the Indian massess. particularly in the rural areas. The role of the
government in this field is new vis-a-vis its earlier one of primarily maintaining
law and order and tax collection. It faces problems coordinating the activities of
the several agencies involved in this effort largely because of its unfamiliarity
with such changed role demands. The government’s efforts need to be supplemented,
as it may not be able, in spite of all its efforts and resources, to tackle the
enormous problem single-handed. It is in this supplementary effort that industry
can lend a helping hand. Corporations have management expertise which can be
usefully applied to community development projects. This managerial input could
use the scarce resources, both material and human, more effectively in order to
improve the quality of the life of the poor.

In fact, the government has taken a positive role in seeking to enlist industry
to help in rural development by creating a cell in the Ministry of Agriculture to
prepare guidelines and follow-up measures.

The opportunities available to industry are large and diverse. Managers, therefore,
need to consider and prioritize the areas of concern and action before embarking
on any schemes. They need to evaluate the organization’s strengths and weaknesses
and then decide on a course of action. In any case, organizational support and
backing is necessary for such activity. The next step would be to consult all the
relevant people, i.e., experts in the field, government, local officials, company
executives and employees before launching the sceme. The scheme itself may
concern diverse areas, for example, pollution, social work, minority group
development, cooperative ventures with other firms in areas such as housing, or

prohibition. Obviously a company cannot undertake many or several activites at
one time, hence the need to prioritize.

O SOCIAL AUDIT

Information is necessary for the efﬁcwnt.and e'qual allocatlon’ of the societies
resources. This information 18 althou_gh available in the company’s anngal reports,
ress releases, advertisements, etc., it lacks the essential social and environmental
fnf rmation. Though several reporting models were proposed, none of them were
’ ve enough. The social reporting model tries to overcome these
by including all costs and benefits.
rganization owes it to society to _function in an acceptable manner and to
. 0t“gci:eul to society through its contributions, Invariably, an external team of
be bf’n? is or eminent personalitics are brought together on a panel who then
..'ipe«:{allffr <ocial audit. In India, full out (TISCO) and full out (UTI) hive: Eop
publish 2 ° ken such an exercise.
example. underta

comp[ehcnS‘l
deficienci€s
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Summary

. : i i where d
The present day business corporation functions in af cnw.ronment emands
has, to a considerable extent, resulted

on it emanate from several groups. This ' i Eammuite. ‘Th
from a changed social environment and value system in dedc p thy. e
realization of the social responsibility of business has spread down e retail

level today.
Profits are a useful index to measure the effic al : !
social responsibilities do not consist m erély di ‘e ProvERA W L R ands ne

attendant welfare measures as deemed by 1 egislation. India has a very comprehensive
set of labour legislations which take int o account a wide range of factors—the
various types and kinds of industries, the capacities of these units to incur welfare
expenditure and the basic needs of the workforce given their socio-economic
background. Legislations provide the foundation and the base, but in many cases,
employers do not even adhere to this level. Of course, legislations do not cover
workers in the disorganized sector. Wages and disc ifline are but a part of the
employee’s life in an organization. The employer has centain responsibilities towards
his employee. In turn, the employee is also equally responsible for behaving in a
respobsible and concerned manner.

iency of an enterprise. Interna

Revi ew Exerds es

1. Discuss the concept of social responsibility. Why should an enterprise be
concerned with it?

2. How have some firms in India gone about discharging their social
responsibilities? What other approaches can be tried? Give reasons.
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