Unit 1
Introduction to ORGANISATIONAL BEHAVIOUR

Meaning:
Meaning of Organizational Behavior

Organizational Behavior (OB) is a field of study that investigates the impact of individuals,
groups, and structures on behavior within organizations. It aims to apply such knowledge to
improve organizational effectiveness.

Key Points:

1. Definition:
o Fred Luthans (2010): "Organizational Behavior is the understanding, prediction,
and management of human behavior in organizations."
o Robbins (2012): "OB is the systematic study of the actions and attitudes of people
within organizations.”
2. Purpose:
o Enhance understanding of how people behave in different organizational settings.
o Improve organizational performance by managing human behavior effectively.

3. Scope:
o Includes studying individual behavior, group dynamics, organizational culture,

communication, leadership, motivation, and decision-making.

Definition of organisational behaviour

According to Keith Davis “organizational behaviour is the study and application of
knowledge about how people act within organizations. It is human tool for the human benefit. It
applies broadly to behaviour of people in all type of organization such as business, government,
schools, etc. it helps people, structure, technology, and the external environment blend together in

to an effective operative system”.

Stephen Robins defines as a “field of study that investigates the impact that individuals,
groups, and structure have an organization for the purpose of applying such knowledge improving

an organization’s effectiveness”.

There are many definitions about organisational behaviour; every definition must include

three important features, (1) organisational behaviour is the study of human behaviour, (2) study



about behaviour in organisations and (3) knowledge about human behaviour would be useful in

improving an organisation’s effectiveness.

Organisational behaviour is the study of what an individual thinks feels or does in and
around an organisation, both individual and in group. It investigates people’s emotions and
behaviour, behaviour & performances in a team, systems & structures of organisations. It helps to
explore and provide an understanding of all the factors that are necessary to create an effective

organisation.
NATURE OF ORGANIZATIONAL BEHAVIOUR

Organizational behaviour has emerged as a separate field of study. The nature it has acquired is
identified as follows :

1. A Separate Field of Study and not a Discipline Only

By definition, a discipline is an accepted science that is based on a theoretical foundation.
But, O.B. has a multi-interdisciplinary orientation and is, thus, not based on a specific theoretical
background. Therefore, it is better reasonable to call O.B. a separate field of study rather than a

discipline only.
2. An Interdisciplinary Approach

Organizational behaviour is essentially an interdisciplinary approach to study human
behaviour at work. It tries to integrate the relevant knowledge drawn from related disciplines like
psychology, sociology and anthropology to make them applicable for studying and analysing

organizational behaviour.
3. An Applied Science

The very nature of O.B. is applied. What O.B. basically does is the application of various
researches to solve the organizational problems related to human behaviour. The basic line of
difference between pure science and O.B. is that while the former concentrates of fundamental
researches, the latter concentrates on applied researches. O.B. involves both applied research and

its application in organizational analysis. Hence, O.B. can be called both science as well as art.

4. A Normative Science



Organizational Behaviour is a normative science also. While the positive science discusses
only cause effect relationship, O.B. prescribes how the findings of applied researches can be
applied to socially accepted organizational goals. Thus, O.B. deals with what is accepted by
individuals and society engaged in an organization. Yes, it is not that O.B. is not normative at all.
In fact, O.B. is normative as well that is well underscored by the proliferation of management
theories.

5. A Humanistic and Optimistic Approach

Organizational Behaviour applies humanistic approach towards people working in the
organization. It, deals with the thinking and feeling of human beings. O.B. is based on the belief
that people have an innate desire to be independent, creative and productive. It also realizes that
people working in the organization can and will actualize these potentials if they are given proper
conditions and environment. Environment affects performance or workers working in an

organization.
6. A Total System Approach

The system approach is one that integrates all the variables, affecting organizational
functioning. The systems approach has been developed by the behavioural scientists to analyse

human behaviour in view of his/her socio-psychological framework.
SCOPE OF ORGANIZATIONAL BEHAVIOUR

The three internal organizational elements viz., people, technology and structure and the

fourth element, i.e., external social systems may be taken as the scope of O.B.
1. People

The people constitute the internal social system of the organization. They consist of
individuals and groups. Groups may be large or small, formal or informal, official or unofficial.
They are dynamic. They form, change and disband. Human organization changes everyday. Today,
it is not the same as it was yesterday. It may change further in the coming days. People are living,
thinking and feeling being who created the organization and try to achieve the objectives and goals.

Thus, organizations exist to serve the people and not the people exist to serve the organization.

2. Structure



Structure defines the sole relationship of people in an organization. Different people in an
organization are given different roles and they have certain relationship with others. It leads to
division of labour so that people can perform their duties or work to accomplish the organizational
goal. Thus, everybody cannot be an accountant or a clerk. Work is complex and different duties
are to be performed by different people. Some may be accountant, others may be managers, clerks,
peons or workers. All are so related to each other to accomplish the goal in a co-ordinated manner.
Thus, structure relates to power and duties. One has the authority and others have a duty to obey

him.
3. Technology

Technology imparts the physical and economic conditions within which people work. With
their bare hands people can do nothing so they are given assistance of buildings, machines, tools,
processes and resources. The nature of technology depends very much on the nature of the
organization and influences the work or working conditions. Thus, technology brings effectiveness

and at the same restricts people in various ways.
4. Social System

Social system provides external environment which the organization operates. A single
organization cannot exist also. It is a part of the whole. One organization cannot give everything
and therefore, there are many other organizations. All these organizations influence each other. It
influences the attitudes of people, their working conditions and above all provides competition for

resources and power.

O.B. is the study of human behaviour at work in organizations. Accordingly, the scope of
0.B. includes the study of individuals, groups and organization/structure. Let us briefly reflect on

what aspects each of these three cover.
Individuals

Organizations are the associations of individuals. Individuals differ in many respects. The
study of individuals, therefore, includes aspects such as personality, perception, attitudes, values,

job satisfaction, learning and motivation.

Groups of Individuals



Groups include aspects such as group dynamics, group conflicts, communication,

leadership, power and politics and the like.
Functions of Organizational Behavior

Organizational Behavior (OB) helps in understanding and improving human behavior

within organizations. Its main functions include:
1. Understanding Human Behavior:
o Helps managers comprehend individual and group behavior.
o Provides insights into employee attitudes, motivation, and performance.
2. Improving Interpersonal Relations:
o Encourages better communication, cooperation, and conflict resolution.
o Strengthens team dynamics and fosters collaboration.
3. Motivation and Leadership:
o Guides managers in implementing motivational strategies.
o Assists in identifying leadership styles suitable for different situations.
4. Organizational Change and Development:
o Supports managing organizational change effectively.
o Provides tools for ensuring smooth transitions during restructuring or innovation.
5. Enhancing Productivity:
o ldentifies factors affecting employee productivity.
o Helps in creating strategies to maximize efficiency and output.
6. Decision-Making:
o Analyzes behavioral patterns that influence decision-making processes.
o Aids in fostering participative and informed decision-making.
7. Cultural and Ethical Management:

o Focuses on maintaining ethical practices within the organization.
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o Promotes a culture that aligns with organizational goals.

Organizing Process

The organizing process involves arranging resources and activities in a structured manner

to achieve organizational objectives. The steps include:
1. Identification of Objectives:
o Clearly define the organization's goals and objectives.
o Ensures alignment of resources and activities with these goals.
2. Division of Work:
o Break down tasks into smaller, manageable units.
o Assign responsibilities to individuals or teams.
3. Departmentalization:
o Group related activities into departments or divisions.
o Facilitates specialization and efficiency.
4. Assignment of Authority and Responsibility:
o Delegate authority to individuals based on their roles.
o Ensure accountability for tasks performed.
5. Coordination:
o Establish mechanisms for integrating activities across departments.
o Avoid duplication of efforts and ensure smooth workflow.
6. Evaluation and Feedback:
o Monitor organizational activities to ensure they align with objectives.

o Provide feedback for improvements where necessary.



Making Organizing Effective
To ensure that organizing is effective, consider the following principles and practices:
Clarity of Objectives:

o Clearly communicate organizational goals to all employees.

o Ensure that every team member understands their role in achieving these goals.
Appropriate Structure:

o Design a structure that suits the organization's size, complexity, and objectives.

o Avoid overly rigid or excessively flexible structures.
Proper Delegation:

o Delegate tasks effectively to avoid overburdening managers.

o Ensure employees have the authority and resources to perform their roles.
Unity of Command:

o Ensure each employee reports to a single superior.

o Prevent confusion caused by conflicting instructions.
Effective Communication:

o Establish open channels of communication.

o Use feedback mechanisms to address issues promptly.
Flexibility:

o Incorporate flexibility to adapt to changes in the business environment.

o Regularly review and update organizational processes and structures.
Employee Involvement:

o Involve employees in decision-making processes.

o Foster a sense of ownership and commitment toward organizational goals.

Coordination and Integration:



o Ensure all departments and individuals work in harmony.

o Use tools like cross-functional teams and integrated systems to improve

coordination.
Understanding Individual Behavior

Individual behavior refers to how a person acts within an organization based on personal
traits, attitudes, and perceptions. Studying this behavior helps managers predict and influence

workplace outcomes.

Attitude

Attitude refers to a psychological tendency expressed by evaluating a particular entity with
some degree of favor or disfavor. It is a crucial determinant of behavior in organizations.

Components of Attitude (ABC Model):

1. Affective Component:
o Refers to emotions or feelings associated with an object or situation.
o Example: Feeling happy about a promotion.

2. Behavioral Component:
o Refers to the tendency to behave in a certain way based on attitude.
o Example: Working harder after receiving recognition.

3. Cognitive Component:
o Refers to beliefs or thoughts about an object or situation.
o Example: Believing that teamwork improves productivity.

Types of Attitudes in Organizations:

1. Job Satisfaction:
o Reflects an employee's positive or negative feelings about their job.
o Higher satisfaction often leads to improved performance and reduced turnover.
2. Organizational Commitment:
o Indicates an employee's loyalty and attachment to the organization.
o Includes affective commitment (emotional attachment) and continuance
commitment (perceived cost of leaving).
3. Work Engagement:
o Refers to the level of enthusiasm and dedication an employee shows toward their
work.
4. Attitude Toward Change:
o Reflects how employees perceive and react to organizational changes.



Functions of Attitude:

1. Knowledge Function:
o Helps individuals make sense of their environment.
o Example: Employees use past experiences to evaluate new tasks.
2. Instrumental Function:
o Guides behavior to achieve goals or avoid unpleasant outcomes.
o Example: Developing a positive attitude toward teamwork to secure a promotion.
3. Ego-Defensive Function:
o Protects self-esteem by justifying actions or beliefs.
o Example: Blaming external factors for a missed deadline.
4. Value-Expressive Function:
o Reflects personal values and self-identity.
o Example: Supporting environmentally friendly practices due to personal beliefs.

PERCEPTION

Perception (from the Latin perceptio) is the organization, identification, and interpretation
of sensory information in order to represent and understand the presented information, or the

environment.

Perception is our sensory experience of the world around us and involves both the
recognition of environmental stimuli and action in response to these stimuli. Through the
perceptual process, we gain information about properties and elements of the environment that are

critical to our survival.

A number of factors operate to shape and sometimes distort perception. These factors can reside:
i) In the perceiver

ii) In the Object or target being perceived or

iii) In the context of the situation in which the perception is made.

1. Characteristics of the Perceiver: Several characteristics of the perceiver can affect perception.

When an individual looks at a target and attempts to interpret what he or she stands for, that



interpretation is heavily influenced by personal characteristics of the individual perceiver. The
major characteristics of the perceiver influencing perception are:

a) Attitudes: The perciver's attitudes affect perception. For example, Mr. X is interviewing
candidates for a very important position in his organization - a position that requires negotiating
contracts with suppliers, most of whom are male. Mr. X may feel that women are not capable of
holding their own in tough negotiations. This attitude with doubtless affect his perceptions of the

female candidates he interviews.

b) Moods: Moods can have a strong influence on the way we perceive someone. We think
differently when we are happy than we do when we are depressed. In addition, we remember
information that is consistent with our mood state better than information that is inconsistent with
our mood state. When in a positive mood, we form more positive impressions of other. When in a

negative mood, we tend to evaluate others unfavourably.

c) Motives: Unsatisfied needs or motives stimulate individuals and may exert a strong
influence on their perceptions. For example, in an organizational context, a boss who is insecure
perceives a sub ordinate's efforts to do an outstanding job as a threat to his or her own position.
Personal insecurity can be translated into the perception that others are out to "get my job",

regardless of the intention of the subordinates.

d) Self - Concept: Another factor that can affect social perception is the perceivers self-
concept. An individual with a positive self-concept tends to notice positive attributes in another
person. In contrast, a negative self-concept can lead a perceiver to pick out negative traits in
another person. Greater understanding of self allows us to have more accurate perceptions of

others.

e) Interest: The focus of our attention appears to be influenced by our interests. Because our
individual interests differ considerably, what one person notices in a situation can differ from what
other perceive. For example, the supervisor who has just been reprimanded by his boss for coming

late is more likely to notice his colleagues coming late tomorrow than he did last week.

f) Cognitive structure: Cognitive structure, an individual's pattern of thinking, also affects

perception. Some people have a tendency to perceive physical traits, such as height, weight, and
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appearance, more readily. Cognitive complexity allows a person to perceive multiple
characteristics of another person rather than attending to just a few traits.

g) Expectations: Finally, expectations can distort your perceptions in that you will see what
you expect to see. The research findings of the study conducted by Sheldon S Zalking and Timothy
W Costello on some specific characteristics of the perceiver reveal

i) Knowing oneself makes it easier to see others accurately.
ii) One's own characteristics affect the characteristics one is likely to see in other.

iii) People who accept themselves are more likely to be able to see favourable aspects of other
people.

iv) Accuracy in perceiving others is not a single skill. These four characteristics greatly influence

how a person perceives other int he environmental situation.

2) Characteristics of the Target : Characteristics in the target that is being observed can affect
what is perceived. Physical appearance pals a big role in our perception of others. Extremely
attractive or unattractive individuals are more likely to be noticed in a group than ordinary looking
individuals. Motions, sound, size and other attributes of a target shape the way we see it. Verbal
Communication from targets also affects our perception of them. Nonverbal communication
conveys a great deal of information about the target. The perceiver deciphers eye contact, facial

expressions, body movements, and posture all in a attempt to form an impression of the target.

3) Characteristics of the Situation: The situation in which the interaction between the perceiver
and the target takes place, has an influence on the perceiver's impression of the target. The strength
of the situational cues also affects social perception. Some situations provide strong cues as to
appropriate behaviour. In this situation, we assume that + i.e individual's behaviours can be

accounted for by the situation, and that it may not reflect the individual's disposition.
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LEARNING

Learning can be defined as the permanent change in behaviour due to direct or indirect
experience. It means change in behaviour, attitude due to education and training, practice and

experience. It is completed by acquisition of knowledge and skills which are relatively permanent.
THEORIES OF LEARNING
1. Classical Conditioning:

Classical conditioning is the association of one event with another desired event resulting
in a behaviour. The most well known experiments on classical conditioning were conducted by
Ivan Pavlov, the Russian psychologist, who won the Nobel Prize for his experiments on this
subject. Pavlov conducted an experiment on dogs and tried to establish a Stimulus-Response (S-
R) connection. He tried to relate the dog’s salivation and the ringing of the bell. In his experiments,

he put some meat in front of dogs.

1. BEFORE CONDITIONING

2. DURING CONDITIONING

UNCONOITIONED

UNCONDITIONED UNCONDITIONED
STIMULUS RESPONSE
{(MEAT) {SALIVATICN;)
CONDITIONED NO RESPOMSE
STIMULDS >
{BELL)

STIMULUS
{MEAT) UNCONDITIONED
RESPONSE
CONDITIONED {SALIVATION)
STIMULUS
{BELL)
3. AFTER CONDITIONING
CONDITIONED CONDITIONED
STIMULUS > RESPONSE
{BELL) {SALIVATION)

CLASSICAL CONDITIONING

The dogs responded to this stimulus by salivating. This response was instinctive or
unconditioned. Pavlov next began to ring a bell at the same time as the meat was presented.

Ringing the bell in itself, without the presentation of meat, was not connected to any responses.
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But by ringing the bell at the same time as presentation of meat, Pavlov established a relationship
between the two stimuli-the bell and the meat- in the mind of the dogs. By continuing this process,
the ringing of bell alone was sufficient stimulus to elicit a response of salivating, even when no
meat was presented. Thus, the bell became a conditioned stimulus, resulting in conditioned or

learned response.

The above diagram explains that the meat was an unconditioned stimulus. It caused the
dog to react in a certain way i.e. noticeable increase in salivation. This reaction is called the
unconditioned response. The bell was an artificial stimulus or conditioned stimulus. But when the
bell was paired with the meat (an unconditioned stimulus), it eventually produced a response. After
conditioning, the dog started salivating in response to the ringing of the bell alone. Thus,

conditioned stimulus led to conditioned response.

In an organisational setting we can see classical conditioning operating. For example, at
one manufacturing plant, every time the top executive from the head office would make a visit,
the plant management would clean up the administrative offices and wash the windows. This went

on for years.

Eventually, employees would turn on their best behaviour and look prim and proper
whenever the windows were cleaned even on those occasions when the cleaning was not paired
with the visit from the top brass. People had learnt to associate the cleaning of the windows with

the visit from the head office.

Classical conditioning represents only a very small part of total human learning. So it has
a limited value in the study of organisational behaviour. Classical conditioning plays only a passive
role. We will react in a particular way only if something happens. But in reality, the behaviour of
people in organisations is voluntary rather than being reflexive. Their behaviour is not elicited in
response to a specific, identifiable event but it is generally emitted. The learning of complex

behaviour can be better understood by looking at operant conditioning.
2. Operant Conditioning:

Operant is defined as behaviour that produces effect. Operant conditioning is based on the
work of B.F. Skinner who advocated that individuals emit responses that are rewarded and will

not emit responses that are either not rewarded or are punished. Operant conditioning argues that
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behaviour is a function of its consequences. Behaviour is likely to be repeated if the consequences
are favourable. Behaviour is not likely to be repeated if the consequences are unfavorable. Thus
the relationship between behaviour and consequences is the essence of the operant conditioning.

Based upon this direct relationship between the consequences and the behaviour, the
management can study and identify this relationship and try to modify and control behaviour.
Hence, certain types of consequences can be used to increase the occurrence of a desired behaviour
and other types of consequences can be used to decrease the occurrence of undesired behaviour.

One can see examples of operant conditioning in the organisations. For instance, working
hard and getting the promotion will probably cause the person to keep working hard in the future.
On the other hand, if a boss assures his subordinate that he would be suitably compensated in the

next performance appraisal, provided the employee works over time.

However, when the evaluation time comes, the boss does not fulfill his assurance to his
subordinate, even though the latter had worked overtime. Next time, the subordinate coolly
declines to work overtime when the boss requests him to do so. Thus, it can be concluded that the
behaviour consequences that are rewarding increase the rate of response, while the aversive
consequences decrease the rate of response. Operant conditioning techniques are extensively used
in clinical and educational research, control of alcoholism and control of deviant children in a class

room.
3. Social Learning:

Individuals can also learn by observing what happens to other people and just by being told
about something, as well as by direct experiences. Much of what we have learned comes from
observing and imitating models-parents, teachers, peers, superiors, film stars etc. This view that

we can learn through both observation and direct experience has called social learning theory.

This theory assumes that learning is not a case of environmental determinism (classical and
operant views) or of individual determinism (The cognitive view). Rather it is a blending of both.
Thus, social learning theory emphasizes the interactive nature of cognitive, behavioural and
environmental determinants. The influence of model is central to the social learning view point.

Four processes have been found to determine the influence that a model will have on an individual.

a. Attention Process:
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People learn from a model only when they recognize and pay attention to its critical features. We
tend to be most influenced by models that are attractive, repeatedly available, important to us or

similar to use in our estimation.
b. Retention Processes:

A model’s influence will depend upon how well the individual remembers the model’s action after

the model is not longer readily available.
c. Motor Reproduction Processes:

After a person has seen a new behaviour by observing the model, the watching must be converted
to doing. This process then demonstrates that the individual can perform the modelled activities.

d. Reinforcement Processes:

Individuals will be motivated to exhibit the modeled behaviour if positive incentives or rewards
are provided. Behaviours that are positively reinforced will be given more attention, learned better

and performed more often.
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PERSONALITY
Definition of personality

Personality means how a person affects others and how he understands and views himself
as well as the pattern of inner and outer measurable traits and the person-situation interactions
(Fred Luthans). According to Stephen P. Robbins, personality is the sum total ways in which an
individual reacts and interacts with others. It may be defined as those inner psychological
characteristics that both determine and reflect how a person responds to his environment.

Personality can be defined as those inner psychological characteristics that both determine

and reflect how a person responds to the environment.
Determinants

1. Heredity: Human behaviour is partly affected by heredity. The parent's qualities are
passed on to the children through the molecular structure of genes located in the chromosomes. In
our day to day life, so many times we use the term "Like father like son" as "Like Mother like

daughter”.

2. Environment : All personality traits are not determined by heredity. Environment also
plays a very important role in the development of personality of a person. Environment comprises

of culture, family, social and situational factors.

(a) Culture : Culture is sum total of learned believes, values and customs. Cultural factors
determine now a person acts whether independently or dependently. Culture establishes norms,

attitudes and values that are passed along from generation to generation.

(b) Family: Families influence the behaviour of a person especially in the early stages. The

nature of such influence will depend upon the following factors:
(1) Socio-economic level of the family
(i) Family size
(iii) Birth order
(iv) Race

(v) Religion
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(vi) Parent's educational level and Geographic location.

(c) Social: Socialization is a process by which an infant acquires customary and acceptable
behaviour. Social life has a considerable impact on the individual's behaviour. A man is known by

the company he keeps. Social groups influence the behaviour of the individuals.

(d) Situational: Situational factors also play a very important role in determining the
personality of a person. Life is a collection of experiences. Some of the events and experiences

can serve as important determinants of his personality.
Theories of Personality

A theory is a simple model of reality that helps us understand, explain, predict and deal

with reality. We have some theories that explain an individual’s personality.
1. Sigmund Freud’s Psychoanalytic Theory

This theory is based on the belief that man is encouraged more by unforeseen forces than the
conscious and logical thought. Freud believed that most of the things in life are not present at the

conscious level but they are present at an unconscious level.
The features of Freud’s theory include three attributes — Id, Ego, and Superego.

Id — It defines the innate component of personality. It is the impulsive and unconscious part of

mind that seeks immediate satisfaction. Example — A hungry baby cries till he/she is fed.

Ego — It is derived from Id and assists in dealing with the external world. It also helps in translating
the inner needs into expressions. It deals with practical and rational thinking process. Example —
We have a fight with our friend and expect the friend to talk first, even though both of us want to
talk.

Superego — It is different from ego and is partially unconscious. It includes the traditional values
of society as interpreted by our parents. It also helps in the integral vision of

punishment. Example — Ram came late today so he is grounded for a week.
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2. Erikson’s Theory

This theory states that personality is groomed throughout lifetime. He presents eight distinct stages
each with two possible outcomes. Successful completion of each stage leads to a healthy

personality. These stages are —

Infancy — It is the period between 0-1 years of age. In this stage, children learn the ability to trust
others depending on their caregivers. Unsuccessful completion in this stage results in anxiety and
insecurity. Example — Children of this age are more comfortable with those faces they see more

often and not with strangers.

Early Childhood — It is the period between 1-3 years of age. In this stage, children learn to be
independent. If given support, they become more confident else they become dependent over

others. Example — Children in this age are taught how to walk, how to talk etc.

Play Age — It is the period between 3-6 years of age. In this stage, children assert themselves
frequently. The failure leads to development of a sense of guilt among them. Example — Children

in this age group, need to be taught how to behave and should be taught to be focused.

School Age — It is the period between 6 years of age till puberty. In this stage, children become
more innovative. They feel confident and want to achieve their goals. If not encouraged they may
feel inferior. Example — Teenagers should be protected and parents need to understand them and

should handle them patiently.

Adolescence — This stage is a transformation from childhood to adulthood. Here children find
their own identity and should be guided and supported in order to help them choose the right
direction. Example — Decision such as which stream to choose science or commerce etc. happens

during this stage.

Young Childhood — This stage is also known as young adulthood. Here, they begin to open up

and become more intimate with others. Example — Making close friends.

Adulthood — In this stage, they focus on establishing career and settling down with relationships

that are important. Example — Applying for jobs.

Mature Adulthood - In this stage, a person is old and thus in this stage the productivity slows

down. Example Taking care of the family.
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Unit 11
MOTIVATIONAL THEORIES

Maslow's Hierarchy of Needs
Introduction

Maslow's Hierarchy of Needs is a motivational theory proposed by Abraham Maslow in
1943. The theory organizes human needs into five levels, arranged in a hierarchical structure.
According to Maslow, individuals must satisfy lower-level needs before they can address
higher-level needs.

Key Features of Maslow's Theory

1. Hierarchy of Needs:
o Needs are arranged in a progressive hierarchy from basic (lower) to advanced
(higher).
o A need becomes a motivating factor only when the preceding level is satisfied.
2. Universal Application:
o The theory applies to all individuals regardless of cultural or social
differences.
3. Sequential Progression:
o People are motivated to move up the hierarchy as lower-level needs are met.
4. Dynamic Nature:
o Satisfied needs may re-emerge in certain situations (e.g., financial crises).
5. Focus on Self-Actualization:
o The ultimate goal is achieving personal potential, creativity, and fulfillment.

Levels in the Hierarchy

1. Physiological Needs (Basic Needs):
o Definition: The most fundamental
needs required for survival. Moralty creatuty
o Examples: Food, water, air, shelter, PrenEm S

sleep, and clothing. .
o Workplace Application: Adequate Confidence, achievement,respect

wages, comfortable working conditions,
and access to breaks/meals.
2. Safety Needs (Security):
o Definition: The need for protection e pSAfETttY e
from harm, danger, or threat. employment, esources, health
o Examples: Job security, health
insurance, a safe working environment,

and financial stability.

SELF-
ACTUALIZATION

LOVE/BELONGING

PHYSIOLOGICAL NEEDS

Breathing, food, water, homeostasis, excretion




o Workplace Application: Employers can address safety needs by providing
safe facilities, fair policies, and security measures.
3. Social Needs (Belongingness):
o Definition: The need for relationships, acceptance, and belonging.
o Examples: Friendships, family connections, workplace camaraderie, and team
participation.
o Workplace Application: Encouraging teamwork, promoting open
communication, and organizing social activities to foster relationships.
4. Esteem Needs (Recognition):
o Definition: The need for self-respect and recognition from others.
o Examples: Accomplishments, prestige, status, and appreciation.
o Workplace Application: Recognition programs, promotions, and positive
feedback for achievements.
5. Self-Actualization Needs (Personal Growth):
o Definition: The need to achieve one’s full potential and pursue personal
growth.
o Examples: Creativity, innovation, problem-solving, and achieving personal
goals.
o Workplace Application: Opportunities for leadership roles, challenging
projects, and personal development programs.

Practical Implications for Managers

« Managers should identify the specific needs of employees and design motivation
strategies accordingly.

« Prioritize addressing physiological and safety needs to create a stable environment
before introducing higher-level motivators.

o Offer growth opportunities and foster a supportive culture for employees to reach self-
actualization.

Criticism of Maslow's Theory

1. Lack of Empirical Evidence:
o Limited scientific validation for the strict progression of needs.
2. Cultural Variability:
o Individualistic cultures may prioritize self-actualization, while collectivist
cultures may emphasize social needs.
3. Over-Simplification:
o Human behavior is more complex than a linear hierarchy.



Herzberg’s Two-Factor Theory

Introduction

Herzberg’s Two-Factor Theory, proposed by Frederick Herzberg in 1959, is one of the most
influential theories of motivation. It distinguishes between factors that lead to job satisfaction
(motivators) and factors that prevent dissatisfaction (hygiene factors). Herzberg argued that
these two sets of factors operate independently and affect employee behaviour differently.

Key Distinction Between the Two Factors

Aspect Hygiene Factors Motivators
Nature Extrinsic (Job Environment) Intrinsic (Job Content)
Impact Prevents dissatisfaction when present Crez_nltes_satlsfactlon and drives
motivation

Salary, work conditions, company Achievement, recognition, personal
Examples -

policies growth
Managerial Ensure adequacy to avoid N

N . Enhance to inspire employees

Focus dissatisfaction

Job Dissatisfaction

Coworker relations
Policies and rules
Supervisor quality
Base wage, salary

Herzberg's
Principles
Improving the
motivator factors Influenced by
increases Motivator
job satisfaction Factors
, ; Achievement
Improving the Recognition
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1.Hygiene Factors (Dis satisfiers):

o These are extrinsic factors related to the job environment. Their absence causes
dissatisfaction but their presence does not necessarily motivate employees.

Examples of Hygiene Factors:

1. Salary and Wages:
o Competitive and fair compensation prevents dissatisfaction.
o Example: Employees may feel undervalued if their salary does not align with
market standards.
2. Work Conditions:
o Aclean, safe, and comfortable environment ensures employees can work
without unnecessary stress or hazards.
o Example: Providing ergonomic furniture and proper lighting.
3. Job Security:
o Assurance of stable employment reduces anxiety and fear of losing one’s job.
o Example: Offering permanent contracts instead of temporary arrangements.
4. Company Policies and Administration:
o Transparent and fair policies reduce frustration among employees.
o Example: Clear guidelines on promotions and grievance handling.
5. Interpersonal Relationships:
o Positive relationships with supervisors, peers, and subordinates foster a
harmonious workplace.
o Example: Encouraging collaboration and open communication.

2. Motivators (Satisfiers)

Motivators are intrinsic to the job itself and are related to the nature of the work and the
psychological rewards employees receive from it. These factors lead to higher levels of
motivation, job satisfaction, and performance.

Examples of Motivators:

1. Achievement:
o The sense of accomplishment from completing challenging tasks successfully.
o Example: Meeting sales targets or solving a complex problem.
2. Recognition:
o Acknowledgment and appreciation of an employee’s contributions and
performance.
o Example: Verbal praise during meetings or an “Employee of the Month”
award.
3. Responsibility:
o Opportunities to take ownership and accountability for one’s work.
o Example: Delegating decision-making authority to employees.
4. Advancement:



o Opportunities for career growth and promotions.
Example: Internal promotions to leadership roles or offering cross-functional
projects.
5. Personal Growth:
o Opportunities for employees to develop new skills and knowledge.
o Example: Providing training programs, workshops, and certifications.

Practical Implications for Managers

« Managers must ensure that hygiene factors are addressed first to create a neutral work
environment where dissatisfaction is minimized.

e Motivators should then be introduced to inspire employees to perform at their best
and feel satisfied with their work.

« The theory highlights the importance of intrinsic motivators over extrinsic rewards for
sustained motivation and engagement.

Criticism of Herzberg’s Theory

1. Over-Simplification: The separation of hygiene factors and motivators may not
apply universally, as some factors can act as both (e.g., salary).

2. Subjectivity: The theory relies on self-reported data, which may be influenced by
bias.

3. Individual Differences: Not all employees are motivated by the same factors, making
the theory less applicable in diverse workplaces.

Conclusion

Hygiene factors and motivators work together to influence employee behaviour. Managers
must first eliminate dissatisfaction by addressing hygiene factors and then focus on
introducing motivators to enhance job satisfaction and performance. By balancing both,
organizations can create a positive and engaging work environment.



Vroom’s Expectancy Theory
Introduction

Victor Vroom proposed the Expectancy Theory of Motivation in 1964, which explains
motivation as a process where individuals choose actions based on expected outcomes.
Unlike other theories that focus on needs or intrinsic factors, Vroom's theory is process-
oriented and emphasizes decision-making in motivation. It assumes that employees act
rationally to maximize rewards and minimize discomfort.

Vroom quantified motivation using the following equation:

Motivation = Expectancy x Instrumentality x Valence

e Ifany of these components is low or zero, motivation will be significantly diminished.

VROOM'S EXPECTANCY THEORY

. « T _ 3t ation

Will putting in effort Will the acceptable Is the reward

result in goals being outcome lead to valued and worth

met or an acceptable some sort of the effort?
outcome? reward?

Detailed Explanation of Components

1. Expectancy (Effort — Performance):
o Definition: The belief that putting in effort will lead to a certain level of performance.
o Influencing Factors:
= Auvailability of resources (tools, training, support).
= Clarity of goals and expectations.
» Individual’s skills and self-confidence.

Example: An employee is motivated to complete a project if they believe their effort will result in
success due to proper training and support.

2. Instrumentality (Performance — Outcome):
o Definition: The belief that performing well will lead to desired rewards.
o Influencing Factors:
= Transparency in performance-reward systems.
= Trust in organizational policies and leadership.
= Clear communication about rewards and outcomes.

Example: A salesperson may be motivated to exceed their sales target if they believe achieving the
target guarantees a bonus.



3. Valence (Value of Outcome):
o Definition: The perceived value of the outcome or reward to the individual.
o Influencing Factors:
= Personal preferences and needs.
= Alignment of rewards with individual values (e.g., monetary rewards,
recognition, career growth).

Example: A younger employee might value career development opportunities, whereas an older
employee might prioritize retirement benefits.

Practical Implications for Managers

1. Managers must ensure all three components (expectancy, instrumentality, and valence) are
addressed to maintain high motivation.
2. Regular communication and feedback about performance and rewards help sustain employee
confidence and trust.
3. Personalized incentives are crucial to cater to the diverse needs and values of employees.
4. Employees’ motivation diminishes if they perceive:
o Low likelihood of success (low expectancy).
o Weak linkage between performance and rewards (low instrumentality).
o Insignificant value of rewards (low valence).

Criticisms of Vroom’s Theory

1. Overemphasis on Rationality:
o The theory assumes employees act purely rationally, overlooking emotional and
social factors.
2. Complexity in Measurement:
o Quantifying expectancy, instrumentality, and valence can be challenging in practical
applications.
3. Dynamic Preferences:
o Employees’ perceptions and values may change over time, requiring constant
revaluation

Conclusion
Vroom’s Expectancy Theory is a powerful tool for understanding and enhancing motivation

in the workplace. By addressing employees’ perceptions of effort, performance, and rewards,
managers can design strategies that align individual aspirations with organizational goals.



McClelland’s Theory of Needs

Introduction

David McClelland's Theory of Needs, also known as the Acquired Needs Theory, focuses on
three primary motivational needs that influence human behavior in a workplace setting.
Unlike Maslow's hierarchy, McClelland proposed that these needs are learned or acquired
through life experiences and are not innate. These needs include the Need for Achievement
(nAch), Need for Affiliation (nAff), and Need for Power (nPow).

MCCLELLAND’'S THEORY OF NEEDS
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Key Components of McClelland’s Theory

1. Need for Achievement (nAch):
o Definition: The drive to excel, achieve in relation to a set of standards, and strive for

success.
o Characteristics of High nAch Individuals:
= Prefer tasks that are moderately challenging and have measurable outcomes.

= Seek regular feedback on their progress and performance.
= Are motivated by personal accomplishment rather than external rewards.
= Avoid tasks that are too easy or excessively difficult.
o Workplace Example: An employee who sets personal performance goals and seeks
opportunities to solve complex problems or innovate.
2. Need for Affiliation (nAff):
o Definition: The desire to build and maintain friendly, warm, and harmonious
relationships.
o Characteristics of High nAff Individuals:



= Thrive in collaborative and team-oriented environments.
= Prefer tasks that require cooperation and interpersonal interaction.
= Tend to avoid conflicts and seek social approval.

o Workplace Example: A team member who focuses on fostering group cohesion and

is sensitive to the needs of others.
3. Need for Power (nPow):

o Definition: The desire to influence, control, and have authority over others.

o Types of Power Needs:
= Personal Power: The desire to dominate and control others for self-interest.
» Institutional (Socialized) Power: The desire to organize efforts and

influence others for the betterment of the organization.

o Characteristics of High nPow Individuals:
= Enjoy competitive and leadership roles.
»  Seek status and recognition within the organization.
=  Prefer decision-making responsibilities.

o Workplace Example: A manager who motivates a team to achieve organizational

goals by setting a clear direction and taking charge.
Practical Applications of McClelland’s Theory

1. Employee Motivation:
o Understanding individual needs helps managers develop personalized strategies to
motivate employees.
o Example: Offering high nAch employees opportunities to lead key projects, or
providing high nAff employees with tasks requiring collaboration.
2. Job Design:
o Create roles that align with employees’ dominant needs.
o Example: High nPow employees are suited for managerial roles, while high nAch
employees excel in roles requiring problem-solving and innovation.
3. Organizational Development:
o Use the theory to design training programs that enhance employees' dominant needs
or address gaps in skills and behavior.
o Example: Leadership training for high nPow individuals to cultivate socialized

power.



Criticisms of McClelland’s Theory

1. Measurement Challenges:
o Assessing dominant needs can be subjective and may require psychological tools like
the Thematic Apperception Test (TAT).
2. Limited Scope:
o Focuses primarily on three needs, ignoring other possible motivators such as
monetary incentives or job security.
3. Cultural Bias:
o May not account for cultural differences in the importance of achievement, affiliation,
or power.



McGregor’s Theory X and Theory Y

Introduction

Douglas McGregor proposed Theory X and Theory Y in his book The Human Side of
Enterprise (1960). These theories describe two contrasting views of human behavior in the
workplace, offering insights into how management styles influence employee motivation and
performance. Theory X assumes employees are inherently lazy, while Theory Y sees
employees as self-motivated and creative.

e Theory X represents an authoritarian management style, assuming employees
dislike work and require strict supervision.

e Theory Y represents a participative management style, assuming employees are self-
motivated and capable of responsibility.

McGregor suggested that a manager’s beliefs about employees influence their leadership
style and organizational culture.
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Comparison Between Theory X and Theory Y

Aspect Theory X Theory Y

View of Employees |[Negative: Lazy and avoid work|Positive: Self-motivated and creative
Management Style ||Authoritarian Participative

Motivation External (fear, money) Internal (growth, achievement)
Control Centralized Decentralized

Decision-Making ||[Manager-centric Employee-involved

Work Environment||Rigid and rule-driven Flexible and empowering

Theory X: The Authoritarian Approach
Characteristics of Theory X Management:
« Strict supervision and centralized decision-making.
e Use of threats, punishments, and external rewards for motivation.

o Rigid structures with limited employee autonomy.

Example: A factory setting where employees work on repetitive tasks under constant
supervision.

Assumptions of Theory X:
o Dislike for Work — Employees inherently dislike work and avoid it when possible.
o Lack of Ambition — Employees prefer to be directed and avoid responsibility.
e Need for Supervision — Employees require strict control and monitoring.
e Motivated by External Factors — Employees work only for money and security.
Effects of Theory X Management:
e Can be effective in routine, structured work environments.

o Leads to low job satisfaction and high turnover if overused.
o Stifles creativity and innovation.

Theory Y: The Participative Approach
Characteristics of Theory Y Management:
e Encourages employee participation in decision-making.

e Promotes autonomy, flexibility, and decentralized decision-making.
« Uses intrinsic rewards like recognition, growth opportunities, and job enrichment.



Example: A technology company where employees work in teams, set their own deadlines,
and contribute innovative ideas.

Assumptions of Theory Y:

Work as Natural as Play — Employees find work fulfilling and enjoyable.
Self-Motivation — Employees take initiative and work towards goals.

Desire for Responsibility — Employees seek autonomy and challenges.
Creativity and Innovation — Employees can solve problems and contribute ideas.
Intrinsic Motivation — Employees value personal growth and achievement.
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Effects of Theory Y Management:

« Increases employee satisfaction and engagement.
e Encourages creativity and higher productivity.
o Creates a collaborative and growth-oriented work environment.

Workplace Applications of Theory X and Theory Y

1. Adopting the Right Approach:

o Theory X is suitable for highly structured roles (e.g., assembly line jobs).

o Theory Y works well in creative, knowledge-based jobs (e.g., R&D teams).
2. Motivating Employees:

o Theory X requires extrinsic rewards like salaries and job security.

o Theory Y focuses on intrinsic motivation such as personal growth and recognition.
3. Leadership Development:

o Organizations should train managers to adopt a flexible leadership style that

integrates both theories.

4. Performance Management:

o Theory X measures success based on compliance and efficiency.

o Theory Y measures success based on innovation and contribution.

Criticisms of McGregor’s Theory

1. Simplistic Categorization:
o Employees may exhibit behaviors that fit both Theory X and Theory Y depending on
circumstances.
2. Cultural Bias:
o Theory Y is more applicable in individualistic cultures, whereas Theory X may align
better with collectivist societies.
3. Situational Context:
o The theories don’t account for situational factors like industry norms or
organizational constraints.



Conclusion

McGregor’s Theory X and Theory Y provide valuable insights into management styles and
their impact on employee motivation. While Theory X emphasizes control and compliance,
Theory Y promotes empowerment and growth. Successful managers must understand when
and how to apply these theories to create a balanced and effective workplace.

Adam’s Equity Theory

Introduction

John Stacey Adams introduced the Equity Theory in 1963, focusing on the concept of
fairness in workplace relationships. The theory emphasizes that employees compare the
inputs they bring to their job with the outcomes they receive, relative to the inputs and
outcomes of others. When employees perceive inequity, it creates psychological tension,
which they are motivated to resolve.

Adams’' Equity Theory of Motivation
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Key Concepts of Equity Theory

1. Inputs:
o Refers to what an employee contributes to their job.
o Examples: Effort, time, skills, qualifications, experience, and loyalty.
2. Outcomes:
o Refers to what an employee receives in return for their contributions.
o Examples: Salary, bonuses, recognition, promotions, and benefits.
3. Comparison:
o Employees compare their input-outcome ratio to that of their peers.
o Equity exists when the ratios are perceived to be equal.
o Inequity exists when there is a perceived imbalance.



Types of Inequity

1. Under-Rewarded Inequity:
o Occurs when an employee perceives their input-outcome ratio to be less favorable
than that of others.
o Results in frustration, reduced effort, or seeking fairness by other means.
o Example: An employee discovers that a peer with similar qualifications and
experience earns a higher salary.
2. Over-Rewarded Inequity:
o Occurs when an employee perceives their input-outcome ratio to be more favourable
than that of others.
o Can lead to feelings of guilt or an increased effort to justify the reward.
o Example: A manager feels overpaid compared to peers and starts taking on
additional responsibilities.

Behavioural Responses to Inequity

1. Change Inputs:
o Employees may reduce or increase their effort to restore perceived equity.
o Example: Reducing work effort after perceiving unfair treatment.
2. Change Outcomes:
o Employees may seek increased rewards to align with their inputs.
o Example: Requesting a raise or promotion.
3. Change Perception of Inputs or Outcomes:
o Employees may reframe how they perceive their contributions or rewards.
o Example: Convincing oneself that the reward disparity is due to differences in job
roles.
4. Change the Comparison Other:
o Employees may compare themselves to a different colleague or group.
o Example: Comparing their rewards to employees in different departments.
5. Leave the Organization:
o Employees may choose to quit their job if they feel persistent inequity.

Workplace Applications of Equity Theory

1. Performance Management:
o Ensure fair distribution of rewards based on performance and contributions.
2. Compensation Practices:
o Maintain transparency in salary structures and reward systems.
3. Employee Engagement:
o Open communication about how rewards are determined can help manage
perceptions of equity.
4. Conflict Resolution:
o Managers should address employees’ concerns about fairness promptly to prevent
dissatisfaction or reduced productivity.



Practical Implications for Managers

1.

2.

Maintain Transparency:
o Clearly communicate the criteria for rewards and promotions.
Monitor Perceptions:
o Regularly gather feedback to understand how employees perceive fairness in the
organization.
Foster Fair Practices:
o Ensure equal opportunities for training, development, and recognition.
Address Disparities Quickly:
o Resolve issues of perceived inequity before they escalate into dissatisfaction or
conflict.

Criticisms of Equity Theory

1.

Subjectivity:
o Perceptions of fairness vary widely among employees, making it difficult to achieve
universal equity.
Overemphasis on Comparison:
o Employees may focus excessively on others’ outcomes rather than their own
performance.
Cultural Bias:
The theory assumes an individualistic perspective, which may not align with
collectivist cultures where group harmony is prioritized.

Conclusion

Adam’s Equity Theory emphasizes the importance of fairness in workplace relationships. By
addressing employees’ perceptions of equity, organizations can enhance motivation, improve
employee engagement, and foster a more harmonious work environment.



Unit 3
Organizational climate and Leadership

Organizational Climate:

Organizational climate refers to the collective perceptions, attitudes, and experiences of
employees regarding their work environment. It includes factors such as leadership style,
communication patterns, motivation, job satisfaction, and overall workplace culture. A
positive organizational climate enhances employee performance, engagement, and

productivity, while a negative climate can lead to dissatisfaction and inefficiency.
Definition:
Robert Stringer (2002)

"Organizational climate is a set of measurable properties of the work environment, perceived

directly or indirectly by employees, that influence their motivation and behavior."
Litwin and Stringer (1968)

"Organizational climate is the set of measurable characteristics in the work environment that

influence the motivation and behavior of employees."
Scope of Organizational climate:

1. Leadership and Management Style: How leaders influence the work environment through

their decisions and interactions.

2. Communication Patterns: The openness and effectiveness of communication within the

organization.

3. Work Culture and Values: The shared beliefs, norms, and behaviors that shape the

workplace.

4. Employee Morale and Job Satisfaction: The level of motivation, engagement, and

satisfaction among employees.

5. Work Environment and Policies: The physical and psychological conditions that affect

employees' well-being.



6. Innovation and Change Adaptability: How employees and management respond to new

ideas and changes.

7. Teamwork and Collaboration: The level of cooperation and support among employees.
Nature of Organizational Climate:

Organizational climate refers to the shared perceptions and attitudes within an organization
that influence employee behavior, motivation, and performance. It is shaped by leadership,
policies, work environment, and interpersonal relationships. The following are the key

aspects of organizational climate:
1. Psychological Perception

Organizational climate is based on how employees perceive their work environment rather
than the actual policies or structures. Different employees may interpret the same

environment differently.

Example: If a company introduces flexible work hours, some employees may view it as an
opportunity for work-life balance, while others may see it as increased workload due to

unclear boundaries.
2. Influenced by Leadership and Management Style

The behavior and approach of leaders play a crucial role in shaping the organizational
climate. Autocratic leadership may create a climate of fear, whereas participative leadership

fosters a positive and innovative climate.

Example: In Google, an open and innovative climate is encouraged by supportive leadership,

allowing employees to experiment with new ideas.
3. Dynamic and Changeable

Organizational climate is not static; it evolves based on internal and external factors like

management changes, employee engagement programs, and market conditions.

Example: A company undergoing a merger may experience uncertainty, affecting the

organizational climate temporarily until the new structure stabilizes.



4. Affects Employee Motivation and Performance

A positive climate boosts employee morale, motivation, and productivity, while a negative

climate leads to stress, dissatisfaction, and high turnover.

Example: A supportive climate with recognition programs and career growth opportunities

results in higher job satisfaction and better performance.
5. Culture and Climate are Interrelated

While culture represents deep-rooted values and beliefs, climate reflects the current

atmosphere in the organization. Both influence each other.

Example: A company with a strong culture of ethics and transparency naturally fosters an

organizational climate of trust.
6. Measured Through Employee Feedback

Organizations assess their climate through surveys, feedback mechanisms, and performance

analysis to make necessary improvements.

Example: Companies like Amazon conduct regular employee engagement surveys to
understand and enhance their workplace climate.

Leadership

Introduction
Leadership is the process of influencing and guiding individuals or groups to achieve
organizational goals. It plays a crucial role in shaping employee behavior, motivation, and

performance.

Definition
According to Stephen P. Robbins, “Leadership is the ability to influence a group toward the

achievement of a vision or set of goals.”
Types of Leadership Styles

1. Autocratic Leadership — The leader makes decisions unilaterally, with little or no

input from subordinates.



2. Democratic Leadership — The leader encourages team participation in decision-
making.

3. Laissez-Faire Leadership — The leader provides minimal guidance, allowing
employees to make decisions independently.

4. Transformational Leadership — The leader inspires and motivates employees by
setting high expectations.

5. Transactional Leadership — The leader focuses on rewards and punishments to drive

performance.
Importance of Leadership in Organizations

o Enhances Employee Motivation — Good leadership increases morale and motivation.

e Improves Productivity — Effective leaders align team efforts with organizational
goals.

e Encourages Innovation — Transformational leaders promote creativity and
innovation.

o Ensures Effective Decision-Making — Leaders provide direction and solve problems
efficiently.

o Builds a Positive Work Culture — Good leadership fosters teamwork and trust.

Leadership Theories

Trait Theory of Leadership

The trait model of leadership is based on the characteristics of many leaders - both successful
and unsuccessful - and is used to predict leadership effectiveness. The resulting lists of traits

are then compared to those of potential leaders to assess their likelihood of success or failure.

Scholars taking the trait approach attempted to identify physiological (appearance,
height, and weight), demographic (age, education and socioeconomic background),
personality, self-confidence, and aggressiveness), intellective (intelligence, decisiveness,
judgment, and knowledge), task-related (achievement drive, initiative, and persistence), and
social characteristics (sociability and cooperativeness) with leader emergence and leader

effectiveness.

Successful leaders definitely have interests, abilities, and personality traits that are

different from those of the less effective leaders. Through many researches conducted in



the last three decades of the 20th century, a set of core traits of successful leaders have been
identified. These traits are not responsible solely to identify whether a person will be a
successful leader or not, but they are essentially seen as preconditions that endow people with
leadership potential.

Among the core traits identified are:

Achievement drive: High level of effort, high levels of ambition, energy and initiative
Leadership motivation: an intense desire to lead others to reach shared goals

Honesty and integrity: trustworthy, reliable, and open

Self-confidence: Belief in one’s self, ideas, and ability

Cognitive ability: Capable of exercising good judgment, strong analytical abilities, and

conceptually skilled

Knowledge of business: Knowledge of industry and other technical matters

Emotional Maturity: well adjusted, does not suffer from severe psychological disorders.
Others: charisma, creativity and flexibility

Strengths and Limitations of Trait Theory of Leadership
Strengths
1. Identifies Key Leadership Traits

- Helps in recognizing traits like confidence, intelligence, and integrity that contribute to

effective leadership.

- Example: Steve Jobs was known for his vision, creativity, and strong determination,

which made him a successful leader at Apple.
2. Provides a Basis for Leadership Selection
- Organizations use trait-based assessments to identify potential leaders.

- Example: Companies conduct personality tests to select CEOs or managers based on

leadership traits.



3. Easy to Understand
- The theory is straightforward and helps in identifying natural leaders.

- Example: In sports, captains are often chosen based on their leadership qualities like

motivation and decisiveness.
4. Supported by Research

- Studies show that traits like emotional intelligence and resilience are common among

successful leaders.

- Example: Elon Musk is known for his risk-taking ability and high intelligence, which

drive Tesla and SpaceX's innovation.
5. Helps in Self-Assessment
- Aspiring leaders can evaluate and develop necessary traits.

- Example: Leadership development programs train individuals to improve traits like

communication and decision-making.
Limitations
1. Ignores Situational Factors
- Leadership effectiveness depends on the environment, not just traits.

- Example: Winston Churchill was an effective wartime leader, but his leadership was less

effective in peacetime politics.
2. No Universal Set of Traits
- Leadership traits vary across cultures and industries.

- Example: A political leader like *Narendra Modi* may require different traits than a

corporate leader like *Sundar Pichai*.
3. Leadership Can Be Learned

- Many leadership skills can be developed through experience and training.



- Example: *Mahatma Gandhi* initially lacked strong leadership traits but developed them

over time through experience.
4. Fails to Explain Leadership Effectiveness
- Just having traits does not guarantee success; behavior and adaptability matter.

- Example: *Mark Zuckerberg* had intelligence and vision but had to learn leadership

skills over time to manage Facebook effectively.
5. Subjective Interpretation
- Different researchers identify different sets of leadership traits.

- Example: Some consider charisma essential for leadership (e.g., *Barack Obama), while

others prioritize strategic thinking (e.g., **Jeff Bezos*).

Managerial Grid Model of Leadership

Developed by R. R. Blake and J. S. Mouton, the Managerial Grid Model helps
Managers to analyze their own leadership styles through a technique known as grid training.
Also, Managers can identify how they with respect to their concern for production and people
with Managerial Grid Model.

They identified five basic leadership styles of practicing managers representing

various combinations of the aforesaid two dimensions as shown in the following figure;
Managerial Grid Model is based on two behavioral dimensions:

Concern for people: This is the degree to which a leader considers the needs of team
members, their interests, and areas of personal development when deciding how best to
accomplish a task.

Concern for production: This is the degree to which a leader emphasizes concrete
objectives, organizational efficiency, and high productivity when deciding how best to

accomplish a task.

As shown in the figure, the model is represented as a grid with concern for production as the
X -axis and concern for people as the Y- axis; each axis ranges from 1 (Low) to 9 (high).

The five resulting leadership styles are as follows:
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(1,9) Country Club Style Leadership High People and Low Production

(1,9) Country Club Style Leadership style of leader is most concerned about the needs and
the feelings of members of his or her team. In. this environment, the relationship-oriented

manager has a high concern for people but a low concern for production.

The (1,9) boss mainly uses reward power to preserve discipline and to support his

subordinates in accomplishing their goals.
(9,1) Produce or Perish Leadership- High Production and Low People

(9,1) Produce or Perish Leadership management style is characterized by a concern for
production as the only goal. Employees are viewed as obstacles to performance results unless

obedience to the manager’s wishes is explicitly granted.

In this style, manager is authoritarian or compliance. A task-oriented manager, he has a high

concern for production and a low concern for people.
(1,1) Impoverished Leadership-Low Production and Low People:

(1,1) Impoverished Leadership is a delegate-and-disappear management style and basically a

lazy approach. The manager shows a low concern for both people and production.

He or she avoids getting into trouble. His main concern is not to be held responsible for any
mistakes. Managers use this style to preserve job and job seniority, protecting themselves by

avoiding getting into trouble.



(5,5) Middle-Of-The-Road Leadership-Medium Production and Medium People

(5,5) Middle-Of-The-Road Leadership is a kind of realistic medium without ambition. It is a
balanced and compromised style. The manager tries to balance between the competing goals
of the company and the needs of the workers.

The manager gives some concern to both people and production, hoping to achieve
acceptable performance. He believes this is the most anyone can do. Consequently,

compromises occur where neither the production nor the people needs are fully met.

(9,9) Team Leadership-High Production and High People

At (9,9) Team Leadership, the manager pays high concern to both people and production.
Motivation is high. This soft style is based on the propositions of Theory Y of Douglas

McGregor. The manager encourages teamwork and commitment among employees.

This style emphasizes making employees feel part of the company-family and involving them
in understanding the organizational purpose and determining production needs. This method

relies heavily on making employees feel they are constructive parts of the company.

Transactional VS Transformational Leadership

Leadership is a trait of influencing the behavior of individuals, in order to fulfill

organizational objectives.

Transactional Leadership or otherwise known as management leadership, refers, to a

leadership style which lays emphasis on the transaction between leader and its subordinates.

Transformational Leadership is a type which becomes are reasons for the transformation
(change) in the subordinates. In this style, the leader works with the subordinates to ascertain

the desired change in the organization.

Basis for ) ) ) )
) Transactional leadership Transformational leadership
comparison

Meaning A leadership style that employs | A leadership style in which the leader




Basis for ) ) ) )
_ Transactional leadership Transformational leadership
comparison
rewards and punishments for | employs charisma and enthusiasm to
motivating followers IS | inspire his followers IS
Transactional Leadership. Transformational Leadership.
Concept Leader lays emphasis on his | Leader lays emphasis on the values,
relation with followers. ideals, morals and needs of the
followers.
Nature Reactive Proactive

Best suited for

Settled Environment

Turbulent Environment

Works for Developing the existing | Changing the existing organizational
organizational culture. culture.

Style Bureaucratic Charismatic

How many | Only one More than One

leaders are there

in a group?

Focused on

Planning and Execution

Innovation

Motivational tool

Attracting followers by putting
their own self interest in the

first place.

Stimulating followers by setting group

interest as a priority.

The following are the major differences between transactional and transformational

leadership:




Transactional Leadership is a type of leadership whereby rewards and punishment are used as
a basis for initiating the followers. Transformational Leadership is a leadership style in which

the leader uses his charisma and enthusiasm to influence his followers.

In transactional leadership leader, is lays stress on his relationship with followers.
Conversely, in transformational leadership leader lays stress on the values, beliefs and needs

of his followers.
Transactional Leadership is reactive whereas Transformational Leadership is proactive.

Transactional Leadership is best for a settled environment, but Transformation is good for the

turbulent environment.

Transactional Leadership works for improving the present conditions of the organisation. On
the other hand, Transformational Leadership works for changing the present conditions of the

organisation.
Transactional Leadership is bureaucratic while Transformational Leadership is charismatic.

In Transactional Leadership, there is only one leader in a group. In contrast to

transformational leadership, in which there can be more than one leader in a group.

Transactional Leadership is focussed towards planning and execution as compared to

transformational leadership which promoted innovation.
Quialities of good leader

A good leader possesses several key qualities that help in managing teams effectively and

achieving organizational goals.
Visionary Thinking

A good leader has a clear vision and long-term goals for the organization. They inspire
employees to work towards a shared purpose by setting clear objectives and ensuring
everyone understands their role in achieving them. A visionary leader anticipates future

challenges and opportunities, guiding the organization in the right direction.

Example: The CEO of a company envisions expanding into international markets and
develops a strategy to enter new countries. They motivate employees by explaining how this
expansion will benefit both the company and its workforce.



Effective Communication

A good leader communicates clearly and listens to employees. They ensure that instructions,
expectations, and feedback are conveyed in a way that avoids misunderstandings. Open

communication builds trust and ensures smooth coordination within a team.

Example: A manager holds regular team meetings to discuss project progress, listen to
employees’ concerns, and provide constructive feedback. This keeps everyone informed and

reduces confusion.
Decision-Making Ability

Leaders make important decisions that impact the organization’s success. They analyze
situations, consider possible outcomes, and choose the best course of action. Quick and

effective decision-making helps businesses stay competitive.

Example: A restaurant owner notices a drop in customer visits. After analyzing feedback,

they decide to introduce a new menu and offer discounts to attract more customers.
Emotional Intelligence (EQ)

Leaders with high emotional intelligence understand their own emotions and those of others.
This helps them manage stress, empathize with employees, and create a positive work

environment.

Example: A team member is struggling with personal issues and their performance declines.
Instead of scolding them, the manager speaks with them privately, offers support, and helps

adjust their workload temporarily.
Integrity and Ethics

A leader with integrity is honest, fair, and transparent in their actions. Ethical leadership

builds trust among employees and stakeholders, ensuring a positive workplace culture.

Example: A company executive refuses to accept a bribe from a supplier, even though it
could bring short-term financial benefits to the company. Instead, they choose to maintain

ethical business practices.



Adaptability and Flexibility

In a fast-changing business world, leaders must be open to new ideas and willing to change
strategies when needed. They help employees adapt to new situations and encourage

innovation.

Example: When the COVID-19 pandemic hit, many companies had to shift to remote work.
A flexible leader quickly set up online meetings and digital tools to ensure smooth

operations.
Empowerment and Delegation

A good leader trusts employees and delegates tasks based on their strengths. This builds

confidence and increases overall productivity.

Example: A project manager assigns different parts of a project to team members based on
their expertise, rather than trying to do everything themselves. This allows employees to

develop new skills and take ownership of their work.
Motivational Skills

Leaders keep their teams motivated by recognizing their efforts, offering rewards, and setting

achievable goals. A motivated workforce performs better and stays engaged.

Example: A sales manager rewards the top-performing salesperson with a bonus or an

employee of the month award. This motivates others to work harder.

Conflict Resolution Skills

Conflicts are common in workplaces, but a good leader resolves them fairly and
professionally. They listen to all parties, find common ground, and ensure a peaceful work

environment.

Example: Two employees disagree over how to handle a client. The manager listens to both

sides and suggests a solution that benefits both employees and the client.

Team Building and Collaboration



A strong leader encourages teamwork and ensures employees work together effectively. They
create an environment where collaboration is valued, leading to better efficiency and

creativity.

Example: A sports coach organizes team-building activities to strengthen the bond between

players, ensuring they work well together on the field.

Conflict Management

Conflict is a natural part of any organization, as employees often have different opinions,
goals, and working styles. In Organizational Behavior (OB), conflict management refers
to the process of identifying, addressing, and resolving disputes effectively to maintain a
productive work environment. Good conflict management helps improve teamwork, increase

job satisfaction, and enhance overall organizational performance.

Types of Conflict in Organizations

1. Interpersonal Conflict — Occurs between individuals due to personality differences,
miscommunication, or competition.
o Example: Two employees arguing over credit for a project.
2. Intragroup Conflict — Happens within a team or department due to differences in
opinions, roles, or responsibilities.
o Example: Team members disagreeing on the best approach to complete a task.
3. Intergroup Conflict — Arises between different teams, departments, or divisions
within the organization.
o Example: The marketing and sales teams blaming each other for low product
sales.
4. Task Conflict — Involves disagreements about work-related issues, such as strategies,
Processes, or resources.
o Example: Employees debating the best method to implement a new software
system.
5. Relationship Conflict — Stems from personal differences, emotional tensions, or
misunderstandings.

o Example: Two employees refusing to cooperate due to past conflicts.



Causes of Conflict in Organizations

e Poor Communication — Misunderstandings and lack of clarity in messages can
create conflicts.

o Resource Allocation — Limited resources such as budgets, tools, or manpower may
lead to disputes.

o Differences in Goals and Priorities — Conflicts arise when employees or
departments have competing objectives.

o Personality Clashes — Differences in behavior, attitudes, and work styles can create
friction.

e Lack of Role Clarity — Unclear job responsibilities may lead to overlapping tasks
and disagreements.

« Organizational Change — Resistance to change, such as new policies or leadership,

can create tension.
Conflict Management Styles (Thomas-Kilmann Model)

1. Avoiding (Low Concern for Self & Others)
o The leader ignores the conflict or delays addressing it.
o Useful for minor issues but can lead to bigger problems if not resolved.
o Example: A manager postpones a discussion about team disagreements,
hoping they resolve themselves.
2. Competing (High Concern for Self, Low Concern for Others)
o One party forces its solution, often at the expense of others.
o Effective in urgent situations but may create resentment.
o Example: A boss insists on their decision without considering employees'
opinions.
3. Accommodating (Low Concern for Self, High Concern for Others)
o One party gives in to maintain harmony.
o Helps build relationships but may lead to long-term dissatisfaction.
o Example: An employee agrees to extra work just to avoid conflict with a
colleague.
4. Compromising (Moderate Concern for Both Sides)
o Both parties give up something to reach a middle ground.

o Effective for quick resolutions but may not fully satisfy either side.



o Example: Two employees agree to share responsibilities instead of arguing

over who should do the task.
5. Collaborating (High Concern for Both Sides)

o A win-win approach where both parties work together for a mutually
beneficial solution.

o The best strategy for long-term success.

o Example: A team brainstorms a new strategy that incorporates different
perspectives.

Evaluating leadership

Leadership plays a crucial role in the success of any organization. In Organizational
Behavior (OB), evaluating a leader involves assessing their effectiveness in guiding teams,
making decisions, and achieving organizational goals. A strong leader influences employee
motivation, productivity, and workplace culture. Evaluating leadership helps organizations
identify strengths, areas for improvement, and potential leadership development

opportunities.
Key Criteria for Evaluating a Leader
1. Communication Skills

A good leader communicates clearly, listens actively, and ensures that employees understand
goals and expectations. Effective communication helps in reducing misunderstandings and

increasing team collaboration.

Example: A leader who holds regular team meetings, provides feedback, and encourages

employees to express their ideas is more effective than one who gives unclear instructions.
2. Decision-Making Ability

A leader must be capable of making well-informed, timely decisions that benefit the
organization. They should analyze situations, assess risks, and choose the best course of

action.



Example: A manager facing declining sales implements a new marketing strategy after

analyzing customer feedback, leading to improved revenue.
3. Emotional Intelligence (EQ)

Leaders with high emotional intelligence understand and manage their emotions while also
recognizing and responding to the emotions of others. This helps in conflict resolution,

employee motivation, and maintaining a positive work environment.

Example: A leader notices an employee struggling with stress and offers support instead of

criticizing their performance.
4. Team Building and Collaboration

An effective leader fosters teamwork and ensures that employees work together efficiently
toward common goals. They promote inclusivity and encourage diverse ideas.

Example: A project manager organizes team-building activities to improve cooperation and

communication among employees.
5. Adaptability and Problem-Solving

In a dynamic business environment, a leader must be flexible and open to change. They
should be able to adjust strategies when faced with challenges.

Example: When the COVID-19 pandemic forced businesses to shift online, adaptable leaders

quickly transitioned to remote work and digital collaboration tools.
6. Employee Motivation and Engagement

A strong leader inspires employees, recognizes their efforts, and keeps them motivated. They
provide opportunities for professional growth and ensure job satisfaction.

Example: A supervisor rewards top-performing employees with bonuses or recognition,

leading to higher productivity.

7. Ethical Leadership and Integrity



A leader’s actions should be based on ethical values such as honesty, fairness, and

transparency. Integrity builds trust among employees and stakeholders.

Example: A business leader who refuses to engage in unethical practices, such as

manipulating financial reports, earns the respect of employees and investors.
8. Conflict Resolution Skills

Leaders should be able to resolve conflicts effectively by listening to all parties involved and

finding fair solutions. This helps maintain harmony in the workplace.

Example: A manager mediates a disagreement between two employees by allowing both

sides to express their concerns and finding a middle-ground solution.
9. Visionary Thinking and Strategic Planning

A successful leader has a clear vision for the organization’s future and develops strategies to

achieve long-term success. They inspire employees to work toward shared goals.

Example: A CEO sets a five-year plan for business expansion and continuously motivates

employees to achieve company objectives.
10. Measuring Leadership Effectiveness

Leadership effectiveness can be measured through various methods, such as:

« Employee Feedback — Surveys and performance reviews assess how employees
perceive their leader.

o Key Performance Indicators (KPIs) — Metrics like productivity, profitability, and
team performance indicate a leader’s impact.

e 360-Degree Feedback — Input from peers, subordinates, and superiors provides a
comprehensive view of leadership abilities.

« Employee Retention Rates — High employee satisfaction and low turnover suggest

strong leadership.






Unit 4
Group Dynamics
What is Group Dynamics?

Organizational dynamics is another word for organizational behavior, a cross-
discipline field that deals with how people behave in an organized group setting, such as

a place of business.

Group dynamics deals with the attitudes and behavioral patterns of a group. Group
dynamics concern how groups are formed, what is their structure and which processes are
followed in their functioning. Thus, it is concerned with the interactions and forces operating

between groups.

Group dynamics is relevant to groups of all kinds — both formal and informal. In an
organizational setting, the term groups are a very common and the study of groups and group

dynamics is an important area of study.
What is A Group?

Every organization is a group into itself. A group refers to two or more people who
share a common meaning and evaluation of themselves and come together to achieve
common goals. In other words, a group is a collection of people who interact with one

another; accept rights and obligations as members and who share a common identity.
Definition of Group Dynamics
- Kurt Lewin (1947) "The study of the forces that influence the behaviour of individuals in a group."”

- Stephen P. Robbins "The social and psychological processes that affect group performance and
cohesion."”

Nature of Group Dynamics

The nature of group dynamics explains its fundamental characteristics and how it operates in different
contexts.

1. Interdependence — Group members rely on each other to achieve common goals. For example, in a
project team, each member’s contribution affects the overall outcome.



2. Interaction — Group dynamics is shaped by the way members communicate, collaborate, and
influence each other. Effective communication leads to strong group cohesion and performance.

3. Structure — Every group has a structure defined by roles, norms, and hierarchies.
- Roles — Members have specific functions (e.g., leader, coordinator, contributor).
- Norms— Unwritten rules that govern behavior (e.g., punctuality, mutual respect).
- Hierarchies — Some members may have more authority or influence than others.

4. Cohesion — The degree of unity and bond among members affects the group's success. High group
cohesion leads to better cooperation, while low cohesion may cause conflicts and inefficiency.

5. Goal Orientation — Groups work towards shared objectives, whether completing a project, solving
a problem, or achieving social or professional goals. Clear goals improve group effectiveness.

6. Group Influence — Individual behavior changes due to group pressure, social norms, or collective
decision-making. For example, an individual may adopt new habits or attitudes based on group
expectations.

7. Continuous Process — Group dynamics change over time based on experiences, leadership
changes, external influences, and internal conflicts. It is a dynamic and ongoing process that requires
continuous management.

Scope of Group Dynamics

Group dynamics has a broad scope and applies to various fields such as business management,
psychology, sociology, education, and organizational behavior.

1. Group Formation — Groups form for various reasons, including shared goals, social needs, and
professional purposes. Understanding how groups form helps in creating effective teams in
workplaces and communities. Groups can be:

- Formal Groups (e.g., work teams, committees) — Formed by organizations to achieve specific
tasks.

- Informal Groups (e.g., friendship groups, social circles) — Formed naturally based on personal
interests and relationships.

2. Group Behavior — This includes studying how people behave within a group, how they conform to
group norms, and how their attitudes and actions change due to group influence. For example, in an
organization, employees may adopt a team-oriented mindset when working on projects.

3. Leadership in Groups — Leadership plays a crucial role in guiding, motivating, and coordinating
group activities. Different leadership styles (autocratic, democratic, laissez-faire) influence group
performance and satisfaction. Understanding leadership in group settings helps in improving
teamwork and productivity.



4. Decision Making — Groups often make better decisions than individuals due to diverse
perspectives. However, factors like groupthink, conflicts, and power dynamics can affect decision
quality. Effective group decision-making strategies improve organizational efficiency.

5. Conflict and Cooperation — Conflict arises due to differences in opinions, goals, or interests.
Group dynamics studies how conflicts develop, how they impact group performance, and how they
can be managed through negotiation, collaboration, and compromise.

6. Group Performance — The effectiveness of a group depends on coordination, communication, and
motivation among members. Group dynamics explores factors that enhance or hinder group
productivity.

7. Organizational Applications — Group dynamics is widely applied in organizations to enhance
teamwork, increase job satisfaction, improve communication, and boost productivity. It also helps in
understanding workplace culture and employee engagement.

Types of Groups:

One way to classify the groups is by way of formality — formal and informal. While formal
groups are established by an organization to achieve its goals, informal groups merge
spontaneously. Formal groups may take the form of command groups, task groups, and

functional groups.
1. Command Groups:

Command groups are specified by the organizational chart and often consist of a supervisor
and the subordinates that report to that supervisor. An example of a command group is a

market research firm CEO and the research associates under him.
2. Task Groups:

Task groups consist of people who work together to achieve a common task. Members are
brought together to accomplish a narrow range of goals within a specified time period. Task
groups are also commonly referred to as task forces. The organization appoints members and
assigns the goals and tasks to be accomplished.

3. Functional Groups:

A functional group is created by the organization to accomplish specific goals within an
unspecified time frame. Functional groups remain in existence after achievement of current
goals and objectives. Examples of functional groups would be a marketing department, a
customer service department, or an accounting department.

I. Interest Group:



Interest groups usually continue over time and may last longer than general informal groups.
Members of interest groups may not be part of the same organizational department but they
are bound together by some other common interest.

ii. Friendship Groups:

Friendship groups are formed by members who enjoy similar social activities, political
beliefs, religious values, or other common bonds. Members enjoy each other’s company and
often meet after work to participate in these activities. For example, a group of employees
who form a friendship group may have a yoga group, a Rajasthani association in Delhi, or a
kitty party lunch once a month.

iii. Reference Groups:

A reference group is a type of group that people use to evaluate themselves. The main
objectives of reference groups are to seek social validation and social comparison. Social
validation allows individuals to justify their attitudes and values while social comparison

helps individuals evaluate their own actions by comparing themselves to others.
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Figure 12.2 : Types of Groups

Determinants of group behaviour:

Group behavior depends on several factors that influence how individuals interact within a

group. These determinants include:

1. Group Size — Smaller groups are more cohesive and productive, while larger groups
may face communication and coordination challenges. A smaller group enables
members to work closely, whereas larger groups may experience issues like social

loafing.



2. Group Roles — Members take on different roles, such as leader, follower, or
coordinator, which shape group dynamics. Defined roles help in achieving tasks
effectively and maintaining balance within the group.

3. Group Structure — The hierarchy and arrangement of authority affect decision-
making and participation. A well-structured group ensures smooth communication
and workflow.

4. Group Composition — A mix of skills, personalities, and experiences influences
interactions and performance. Diversity in composition can lead to creativity but may
also cause conflicts.

5. Group Goals — Clear objectives foster collaboration and motivation. When members
align with group goals, they work with greater enthusiasm and commitment.

6. Communication Patterns — Effective communication improves understanding and
reduces conflicts. Open and transparent communication promotes trust among
members.

7. Leadership Style — Leadership approaches like autocratic, democratic, or laissez-
faire impact group effectiveness. The right leadership style depends on the nature of

the group and the tasks to be accomplished.

Group Process

Group process refers to how members interact and work together to achieve goals. It

includes:

e Communication - Sharing information among group members. Effective
communication ensures clarity and avoids misunderstandings.

« Decision-making — Choosing a course of action collectively. A structured decision-
making process leads to better outcomes.

e Conflict Resolution — Managing disagreements to maintain group harmony. Healthy
conflict resolution fosters better teamwork.

o Participation — The extent of each member’s involvement in group activities. Active
participation increases group productivity.

e Coordination — Aligning individual efforts to achieve group objectives. Proper

coordination prevents duplication of work and inefficiencies.



Group Development

Groups generally go through five stages of development:

1. Forming — Members meet, get to know each other, and set initial expectations. This
is a stage of exploration and establishing group objectives.

2. Storming — Conflicts emerge as members express different views and compete for
roles. This phase is critical for determining leadership and responsibilities.

3. Norming — A sense of unity develops, and members establish norms and rules. Group
members start collaborating more effectively.

4. Performing — The group functions efficiently to achieve its goals. Productivity is at
its peak during this stage.

5. Adjourning — The group disbands after completing its objectives or project. Members

reflect on their achievements and experiences.

Group Norms

Group norms are the informal rules and expectations that guide member behavior. They

include:

o Explicit Norms — Clearly stated rules, such as attendance policies. These are formally
communicated and followed by all.

« Implicit Norms — Unspoken but understood behaviors, like respecting each other's
opinions. These develop naturally over time.

o Performance Norms — Expectations about work quality and productivity. High-
performance norms encourage better results.

e Social Norms — Guidelines for interactions and relationships within the group. These

ensure a positive group environment.

Group Cohesiveness

Group cohesiveness refers to the strength of relationships among members. Factors that

influence cohesiveness include:



e« Common Goals — Shared objectives create unity. When all members focus on the
same goal, they collaborate effectively.

e Group Size — Smaller groups tend to be more cohesive. It is easier for members to
connect and work together.

e Interaction Frequency - Regular interactions strengthen bonds. More
communication leads to better understanding.

e Success and Achievements — Accomplishments boost group morale and unity. A
successful group attracts more commitment from members.

o External Threats — Challenges from outside can bring members closer together. A

common challenge can strengthen group unity.

Small Groups

Small groups, typically with 3-10 members, offer several advantages:

o Better Communication — Members can share ideas more effectively. Smaller groups
reduce miscommunication.

e Stronger Relationships — Members feel a greater sense of belonging. This leads to
better teamwork and trust.

o Higher Participation — Each member has an active role. Smaller groups allow equal
contribution from all members.

« Faster Decision-making — Fewer people lead to quicker consensus. Small groups can

be more agile in decision-making.

Group Decision Making

Group decision-making follows different approaches:

1. Consensus — All members agree on a decision. This leads to high commitment but
may take time.
2. Majority Rule — The option with the most votes wins. It is democratic but may leave

some members dissatisfied.



3. Minority Rule — A few influential members make the decision. This is efficient but
can lead to bias.

4. Expert Decision — A knowledgeable person makes the decision. This is useful when
technical expertise is required.

5. Authority Rule — A leader or manager makes the final decision. This method is quick

but may not be participative.
Team Building

Team building is a structured process that focuses on improving relationships and teamwork
among members of a group. In the field of Organizational Behaviour, it is considered a vital
tool for enhancing employee performance, collaboration, communication, and overall
workplace effectiveness. Team building brings individuals together to work toward a shared

vision or goal.
Objectives of Team Building

To build trust among team members

To enhance mutual understanding and respect
To improve team performance and efficiency
To increase motivation and job satisfaction
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To align personal goals with organizational objectives
Importance of Team Building

Team building positively influences the work environment and organizational performance in

several ways:
Improved Communication: Encourages open dialogue and sharing of ideas
Increased Collaboration: Promotes teamwork over individualism

Conflict Resolution: Reduces misunderstandings and provides healthy ways to resolve

conflicts

Boosted Morale: Employees feel valued and connected, which increases job satisfaction



Shared Responsibility: Encourages ownership and accountability within the group

Benefits of Team Building

Higher Productivity: Cohesive teams are more focused and result-driven
Better Decision Making: Diverse perspectives lead to better solutions
Innovation & Creativity: Teamwork inspires new ideas

Improved Employee Retention: A strong team environment increases loyalty

Organizational Success: Teamwork directly contributes to achieving strategic goals



Unit 5
Organizational change and Development

Introduction

Organizational change and development are important aspects of organizational behaviour
that help businesses adapt, grow, and remain competitive in a dynamic environment.
Organizational change refers to the process of making adjustments to the structure, strategies,
processes, or culture of an organization. These changes can be planned or unplanned and may
result from internal factors like new leadership or external factors like market shifts and
technological advancements.

On the other hand, Organizational development (OD) is a planned and systematic approach to
improving organizational effectiveness and employee well-being. It involves the use of
behavioural science knowledge to bring about positive change. OD focuses on long-term
improvement through interventions like team building, training, leadership development, and
cultural change.

Definition

"A planned or unplanned transformation in an organization’s structure, processes, or culture
to cope with internal and external changes."
-Stephen P. Robbins

"The alteration of an organization’s environment, structure, technology, or people to bring
about improvement in performance or to adapt to new situations."
-Kreitner & Kinicki

Nature of organizational change

1. Inevitable and Continuous

Change is a constant force in today’s dynamic business environment. Organizations cannot
remain static; they must evolve to survive in the face of globalization, competition,
technological advancements, and changing customer needs. Even successful organizations

must continue to innovate and improve to maintain their position.

Example: Nokia once led the mobile phone market but failed to adapt to smartphone trends, resulting

in a sharp decline. In contrast, Apple continuously innovates its products to stay ahead.



2. Goal-Oriented

Organizational change is not random. It is usually undertaken to achieve specific goals such
as increasing productivity, reducing costs, entering new markets, or improving service

quality. For change to be effective, it must align with the organization’s mission and vision.

Example: Amazon introduced warehouse automation with the goal of faster order processing and

reduced delivery times, improving customer satisfaction and lowering costs.
3. Affects All Levels

Change can influence individuals, teams, departments, and the organization as a whole. For
example, a change in leadership can shift organizational culture, while a change in software
systems might affect daily tasks at all employee levels. Every level must be considered when

planning and implementing change.

Example: When a hospital shifts from paper records to electronic health records (EHR), it affects

doctors, nurses, administrative staff, and IT personnel, requiring training and adaptation at all levels.
4. May Be Planned or Unplanned

e Planned Change: Initiated by management in a structured way, such as launching a
new strategy or introducing automation.

e Unplanned Change: Happens due to unexpected events like a natural disaster,
economic downturn, or political instability. Organizations need to be flexible and

responsive in both cases.
Example:

(1 Planned: A university changes its curriculum to include more digital skills to meet

industry demands.

(1 Unplanned: COVID-19 forced educational institutions to shift rapidly to online learning

without prior planning.

5. Involves People



Employees are at the heart of organizational change. Their attitudes, behaviours, and
willingness to adapt play a key role in determining the success or failure of change efforts.
Resistance to change is natural and must be managed through effective communication,
participation, and training.

Example: When a bank upgrades its core banking system, some employees may resist due to fear of

new technology. Successful change involves training and counseling to help them adjust.
6. Requires Strategic Management

Change must be carefully planned and implemented using a strategic approach. This includes
assessing the need for change, setting clear objectives, involving stakeholders, developing an
action plan, and monitoring progress. Without proper management, even well-intended

change efforts may fail.

Example: Tata Motors introduced the Nano car targeting low-income customers. This change

required strategic planning in terms of pricing, marketing, and manufacturing.
7. Multidimensional
Organizational change is not limited to one aspect. It can be:

e Technological (e.g., implementing new software),

e Structural (e.g., reorganizing departments),

e Procedural (e.g., changing workflow), or

e Cultural (e.g., promoting innovation or teamwork).
Often, changes in one area affect others, making change a complex, interconnected

process.
Scope of Organizational Change

The scope of organizational change refers to the various areas or dimensions within an
organization that can be affected by change. It highlights how change is not limited to one

aspect but can influence multiple parts of the organization.



1. Structural Change

This involves changes in the organization’s setup — such as hierarchy, departments, roles, and
reporting relationships.
Example: A company removes a layer of middle management to make decision-making faster and

more efficient.

2. Technological Change

This includes the adoption of new tools, machines, software, or systems to improve productivity and
service.

Example: A retail store installs a computerized billing system instead of manual billing.

3. Strategic Change

This relates to a change in the overall goals, mission, or direction of the organization to stay
competitive.
Example: A textile company moves from selling in domestic markets to exporting products

internationally.

4. People-Oriented Change

This involves improving employee skills, behaviour, and motivation through training and
development.
Example: An IT company conducts soft skills training to improve communication among team

members.

5. Process-Oriented Change

This refers to changes in how work is done — including new procedures, workflows, or systems.
Example: A bank introduces online account opening to replace manual paperwork.

6. Cultural Change

This includes shifts in organizational values, norms, and work environment.

Example: A company encourages open communication and creativity instead of strict top-down
management.

7. Regulatory or Legal Change

This happens when an organization adjusts its operations to follow new laws or government policies.
Example: A factory installs pollution control equipment to comply with environmental laws.



Functions of Organizational Change
1. Improves Organizational Efficiency

Organizational change helps to replace outdated systems, reduce redundancies, and streamline
operations. It allows the organization to function more smoothly and productively by introducing
better processes or technologies.

Example: A manufacturing company adopts robotics in its assembly line, leading to faster production
with fewer errors and reduced operational costs.

2. Enhances Adaptability

Change enables organizations to be more flexible and responsive to external factors like market shifts,
customer preferences, and economic conditions. An adaptable organization can survive and grow
even in uncertain environments.

Example: A clothing brand starts producing eco-friendly products in response to growing
environmental awareness among customers.

3. Promotes Innovation

Change encourages a culture of innovation by pushing employees and leaders to think creatively,
solve problems differently, and develop new products or services. Innovation helps the organization
stay competitive and relevant.

Example: A smartphone company invests in research and development to launch a foldable phone,
attracting tech-savvy customers.

4. Improves Employee Skills and Competency

Organizational change often involves reskilling or upskilling employees to meet new job
requirements. This helps in employee development, increases job satisfaction, and enhances overall
productivity.

Example: A hospital introduces electronic health records and trains its staff to use the new system
efficiently, improving service delivery.

5. Strengthens Competitive Advantage

Through strategic changes, organizations can differentiate themselves from competitors by offering
better value, unique services, or innovative products. This makes them more attractive to customers
and stakeholders.

Example: A logistics company uses GPS tracking and real-time updates to provide better delivery
services compared to competitors.

6. Supports Growth and Expansion

Organizational change opens opportunities for business expansion, whether it’s entering new markets,
launching new products, or acquiring new businesses. It lays the foundation for sustainable long-term



growth.
Example: A local restaurant chain changes its business model to franchise-based operations, enabling
expansion to other cities.

7. Facilitates Better Decision-Making

Change often introduces better information systems, communication tools, and management practices,
leading to more informed and faster decisions.

Example: A retail company installs a data analytics system to track customer preferences and makes
data-driven decisions about product inventory.

Organizational Culture

1. Meaning of Organizational Culture:

Organizational culture is the set of shared values, beliefs, attitudes, customs, and practices
that influence how members of an organization behave and interact with each other and with
stakeholders.

It forms the "*personality* of the organization and drives how things are done.

2. Definitions of Organizational Culture:

e [Edgar Schein:
"Culture is a pattern of shared basic assumptions that the group learned as it solved its
problems of external adaptation and internal integration."

o Deal and Kennedy:
"The way things are done around here."

3. Characteristics of Organizational Culture:

« Shared by members: Organizational culture is commonly accepted and followed by
all employees.

e Learned over time: Culture develops gradually through experience and social
interactions.

« Influences decision-making: It guides how choices are made within the organization.

e Shapes communication and behaviour: It determines how people interact and
respond in different situations.

Types of Culture:

e Clan Culture — Family-like, focused on collaboration
e Adhocracy Culture — Innovation-focused
e Market Culture — Result-driven



o Hierarchy Culture — Structured and controlled

Changing the Culture

To adapt to external market changes

To support new strategic directions

Due to mergers, acquisitions, or leadership shifts
To increase innovation or productivity

Employee resistance
Deeply ingrained habits
Lack of clear vision
Poor communication
Leadership mismatch

"1 Step 1: Diagnose the Existing Culture

o Conduct surveys, interviews, focus groups
« ldentify current values, beliefs, and behaviours

"1 Step 2: Define the Desired Culture

o Seta clear vision aligned with strategy
« ldentify values and behaviours to promote

1 Step 3: Communicate the Change

o Leaders must clearly explain why change is needed
o Use consistent messaging across all levels

1 Step 4: Role Model the Change

e Top management must lead by example
« Demonstrate new behaviours and attitudes

1 Step 5: Align Organizational Systems

o Update policies, procedures, hiring, rewards, training
o Reinforce the desired culture in performance appraisals

"1 Step 6: Monitor and Reinforce



e Measure cultural progress with feedback tools
o Celebrate short-term wins to sustain momentum

Meaning:

Change Management refers to the structured approach used to prepare, support, and help
individuals and organizations successfully adopt change to achieve desired outcomes.

It helps people move from a current state (how things are now) to a future state (how
things need to be).

Definition:

“Change management is the process, tools, and techniques to manage the people side of
change to achieve a required business outcome.”
— Prosci

Objectives of Change Management:

To minimize resistance to change

To increase employee engagement during the change

To ensure smooth implementation of new systems, processes, or culture
To sustain long-term success after the change

Change Management process:
1. Preparing for Change (Unfreezing Stage)

e Assess the need for change
e Communicate the purpose clearly
e Create urgency and a guiding coalition



2. Managing the Change (Transition Stage)

o Develop a change plan
e Train and empower employees
e Implement in phases if needed

3. Reinforcing the Change (Refreezing Stage)

e Monitor progress
o Reward and recognize new behaviours
o Embed the change into culture and systems

Change Management Models:

Lewin’s 3-Step Model:

1. Unfreeze — Prepare for change
2. Change — Execute change
3. Refreeze — Solidify the new status

Kotter’s 8-Step Model:

Create urgency

Build a powerful team
Develop a vision and strategy
Communicate the vision
Empower employees to act
Create short-term wins

Build on the change

Anchor change in the culture

N~ LNE

[1 Create a Sense of Urgency

Initiate change by making people aware of the pressing issues or upcoming opportunities.
Highlight market trends, competitive pressures, or internal challenges that make
immediate action essential. This helps break complacency and gets people motivated.

(1 Build a Powerful team
Change can’t be driven alone. Form a group of influential people across departments—
leaders, managers, and respected team members—who can champion the change. Their

combined credibility and support are key to pushing the transformation forward.

[1 Develop a Vision and Strategy
Create a clear picture of the desired future state and how to get there. The vision guides



direction, while the strategy outlines the steps, goals, and actions needed to achieve the
change. This clarity helps align everyone’s efforts.

(1 Communicate the Vision

A powerful vision is useless if people don’t hear or understand it. Use every channel
available—meetings, emails, presentations, one-on-one talks—to consistently and
passionately share the vision. Address doubts and invite feedback to keep everyone engaged.

[1 Empower Employees to Act on the Vision

Remove obstacles that block progress, whether it’s outdated systems, rigid rules, or resistant
individuals. Support employees with training, tools, and authority so they can take initiative
and drive the change themselves.

(1 Generate Short-Term Wins

Plan for visible, achievable successes early in the change process. Celebrate them publicly.
These small victories build confidence, silence critics, and create positive momentum for the
larger transformation.

[1 Consolidate Gains and Produce More Change

Don’t declare victory too soon. Use early successes as a foundation to dig deeper, make
improvements, and introduce additional changes. Keep building until the vision becomes
fully realized.

1 Anchor New Approaches in the Culture

For change to last, it must become part of the organization’s culture. Reinforce the new
values and behaviours through ongoing leadership support, training, recognition, and
integration into everyday processes.

Barriers to Change:

Employee resistance
Lack of communication
Fear of the unknown
Poor leadership
Insufficient resources

Strategies to Overcome:

Regular communication
Employee involvement
Training and support
Leadership participation
Reward positive behaviour

Conclusion:

Change is necessary for any organization to grow and stay competitive. Change
management helps people accept and adjust to new ways of working. When
planned and handled properly, it makes the transition smooth and helps the
organization achieve its goals successfully.



In today’s fast-paced work environment, stress has become a common issue among
employees. Work stress happens when job demands exceed a person’s ability to cope,
leading to physical and emotional strain.

“Work stress is the harmful physical and emotional response that occurs when the
requirements of the job do not match the capabilities, resources, or needs of the
worker.”

— National Institute for Occupational Safety and Health (NIOSH)

Heavy workload and deadlines
Role conflict or unclear job roles
Long working hours

Poor communication or leadership
Lack of recognition or support
Job insecurity

oL

Work stress can be managed effectively through different strategies at two
levels:

Individual Level (what employees can do themselves)
Organizational Level (what management can do to support them)

a) Time Management:
o Prioritize tasks and set realistic deadlines
« Avoid multitasking to reduce pressure
e Use planners or to-do lists

b) Physical Exercise & Healthy Lifestyle:

o Regular exercise (walking, yoga, sports) reduces stress hormones
o Healthy diet and enough sleep improve energy and mood



¢) Relaxation Techniques:

o Deep breathing, meditation, and mindfulness help calm the mind
o Listening to music or engaging in hobbies reduces tension

d) Social Support:

« Talking to friends, family, or colleagues can relieve emotional stress
o Seeking guidance or emotional support helps with problem-solving

e) Professional Counselling:

o Therapy or employee counselling helps deal with long-term or severe stress
o Helps develop better coping skills and mental resilience

a) Job Redesign:
« Reduce excessive workload
e Assign tasks based on skill and interest
o Provide clear job roles and responsibilities

b) Flexible Work Options:

o Offer flexible work hours, work-from-home or hybrid models
e Helps in work-life balance and reduces burnout

c) Employee Assistance Programs (EAPS):

o Provide access to mental health services and professional counseling
o Confidential and supportive services reduce mental strain

d) Training and Development:

« Stress management and time management workshops
o Skill-based training reduces anxiety about job performance

e) Supportive Leadership:

e Managers should communicate clearly, give feedback, and appreciate employees
« Encouraging teamwork and listening to concerns reduces tension



Work stress is a serious issue that affects both employees and organizations. By using
effective stress management techniques at the individual and organizational levels, it is
possible to create a healthy, happy, and productive workplace.

Organizational Management

Introduction:

Every organization needs proper management to coordinate its people, processes, and goals.
Organizational Management refers to the process of planning, organizing, leading, and
controlling resources to achieve business objectives effectively and efficiently.

Definition:

""Organizational management is the process of organizing, planning, leading, and
controlling resources within an entity with the overall aim of achieving its objectives."
— Koontz & O’Donnell

Objectives of Organizational Management:

e To achieve organizational goals

e To increase productivity and efficiency

e To maintain discipline and coordination

« To ensure smooth functioning of departments
o To create a healthy work environment

Functions of Organizational Management:

1. Planning
Setting objectives and deciding how to achieve them Planning is the foundation of

management. It involves identifying the goals of the organization and formulating
strategies to accomplish them. It requires forecasting future conditions, analysing
trends, and making informed decisions. Effective planning helps in anticipating

challenges and preparing responses in advance.

Example: Setting annual sales targets, planning product launches, or deciding on

budget allocation for various departments.



2. Organizing
* Arranging resources and tasks Organizing involves structuring the organization’s
resources (like manpower, materials, machines, money, and methods) efficiently. It
defines roles, responsibilities, and authority within the organization, ensuring that
everyone knows their duties and works in coordination.
* Assigning responsibilities to departments and employees It includes creating
departments, delegating authority, and establishing a chain of command. This
function ensures optimal utilization of resources and smooth workflow across all
levels.
» Example: Creating marketing and finance departments, assigning tasks to teams, or
setting up reporting systems.

3. Staffing

* Hiring the right people for the right job Staffing ensures that the organization is
filled with qualified and capable personnel. It involves not just hiring but also placing
the right person in the right role based on skills, experience, and potential.

* Includes recruitment, training, and development The staffing process encompasses
workforce planning, recruitment, selection, on boarding, training, performance
appraisal, and career development.

» Example: Recruiting software developers, conducting training workshops, or

promoting employees based on merit.
4. Directing (Leading)

* Motivating, guiding, and supervising employees Directing focuses on the human
aspect of management. It involves leading people by communicating clearly,
inspiring them to perform their best, and resolving conflicts.

* Helps align efforts with organizational goals Effective leadership ensures that
individual goals align with organizational objectives. It includes motivation,
leadership styles, communication, and supervision.

» Example: A team leader encouraging a sales team to meet targets, resolving disputes

among co-workers, or holding regular team meetings for updates.

5. Controlling
* Monitoring performance and correcting deviations Controlling is the process of
comparing actual performance with planned goals, identifying any gaps or deviations,

and taking corrective actions.



* Ensures results are as per plan It involves setting performance standards, measuring
actual output, analyzing reasons for deviations, and implementing solutions to
improve. This function helps maintain accountability and continuous improvement.
» Example: Reviewing monthly sales reports, identifying shortfalls, and initiating a
marketing campaign to boost sales.
Managerial Implications of Organizational Change and Development
Introduction:
Organizational Change and Development (OC&D) helps organizations grow, adapt, and stay
competitive. However, managers play a key role in ensuring the change is accepted and

successfully implemented. Their decisions, leadership, and communication directly affect
how well change is managed.

Meaning of Managerial Implications:

Managerial implications refer to how a manager’s role, responsibilities, and strategies are
affected by or involved in the process of change and development within an organization.

Implications for Managers:
1. Leadership Role:

o Managers must act as change leaders and set an example.
e They should motivate and guide employees during transitions.

2. Effective Communication:
o Managers need to clearly explain the reasons for change, its benefits, and expected
outcomes.
e Open and two-way communication reduces fear and confusion.

3. Employee Support and Training:

« Managers must provide training, resources, and emotional support to employees
adapting to new systems or structures.

4. Handling Resistance:
« Employees may resist change due to fear or uncertainty.
e Managers must listen, address concerns, and involve employees in decision-
making.

5. Strategic Planning:

« Managers must align change initiatives with organizational goals.



e They should monitor progress and adjust plans when needed.
6. Maintaining Productivity:
o Change can distract employees or lower morale.
o Managers need to keep teams focused and maintain workflow during the transition
period.
7. Building a Positive Culture:
« Managers influence the organizational culture.

o They must promote openness, flexibility, and innovation to support continuous
development.

Conclusion:

Managers play a central role in the success of organizational change and
development. Their leadership, communication, and support ensure employees adapt
smoothly, and the organization grows stronger and more competitive.
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