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‘- LEARNING OBJECTIVES

/I enable the reader 10!

eaning of direction and requirements of effective direction

iples o be followed in giving orders
process of motivation
d reinforcement in motivation theories

This chapter Wi

o Explain the m
o Describe the princ
+ Discuss the meaning, nature and
o Analyse important content, process an

o Examine the systems perspective of molivation
Relate the research on motivation in India to the Japanese model of motivation

o Understand the meaning of job satisfaction and its relationship with productivity

o Identify organisational commitment
o Understand the meaning of morale and its relationship with productivity
o Relate some morale studies in India

o Describe the functions of a first level supervisor an

effective

d the guidelines fo make the first-level supervision

¢ effective implementation of any administrative decision,

fanni anising and stz
planning, organising and staffing are not enough. The manager must stimulate action by giving direction
that the plans and policies

10 hi inate )

u;‘i’;’;uz)cﬂ:;m{tc; thnfugh orders and also supervise their work to ensure

s fz:lxw;tclmr;s and results. .Pl'anning, organising and staffing are concerned only with the

e “-‘ pcgrormancc al?d‘lt is the direction which alone stimulates the organisation an
¢ plans. Hence it is also called management-in-action.

lhttps:llhemanthrajhemu.sithub io

Direction is a vital managerial function. For th




(o means jssuance "" orders “‘"d leading and motivating subordinates as they go abou
1)ilc¢u“"umql without the issuance of orders, without leading and motivating subordinates, nothing,
c\ccu""“ ' .y little, can he Ht‘l‘“""l‘““h”"- According to Haimann, *Dirccting consists of the process and
o '\""ﬁ unli““' in is.\tl{rl.l: “'f‘" "f"f"'!-“ nnd "le.illg certain that operations are carried on as origmﬂ")'
mlm"'"..’. According 1o Koontz um_l‘ O'Donnell, l).lrcclinn is the interpersonal aspect of managing by
plnn"‘" pordinntes mc; !L‘_l' 'l“""dt'lkl""}l l_md a:unlnlmlc ellectively and efficiently to the attainment of
hich ﬁtlc abjectives™ Ihe function of direction thus breaks down into two major activities:

cn‘ct'l\ll
(ii\l“ |
" |_¢;1t|i1\ﬂ an

orders 10 employees, and
| motivating them,

MENTS/OF ERFECTIVE DIRECTION

L is one of the most complex functions of management which can be learned and perfected only

‘ ."0 ! D Wi \ H . . . . .
pret g experience. However, some important principles or requirements of effective direction

yugh lor v :
ft ll:c outlined as under.
may

jarmony of Objectives

org:misalion functions best when the goals of its members are in complete harmony with and
A“m Jementary 10 the goals of the organisation. Such an ideal situation seldom exists in any organisation.
Nor ghould a manager ever: .cxpcct lhis situation to exist. But in directing subordinates he must take
advantage of individual motives to gain group goals. In other words, he must direct the subordinates
in such a way thut_lhcy perceive their personal goals to be in harmony with enterprise objectives.
Thus, for example, if employees are told to work hard so that the company’s profits may increase, they

cobably will not. But if they are told to do so in their own interest (e.g., to receive additional bonus
of promolion) they are more likely to work hard,

Unity of Command

This principle implics that the subordinates should receive orders and instructions from one superior
only. The violation of this principle may lead to conflicting orders, divided loyalties and decreased
personal responsibility for results. Another reason why this principle should not be violated is that the
immediate boss is the only person who knows best about the nature of his subordinates and about their
responses 10 different motivation techniques. Consequently, he alone is in the best position to select

whichever directing techniques maximise productivity, No other outside interference in the supervision
of subordinates should then be permitted.

Direct Supervision

Every superior must maintain face-to-face direct contact with his subordinates. Direct supervision

boosts the morale of employees, increases their loyalty and provides them with immediate feedback
on how well they are doing.

‘\_
| .
Theo Haimann, Professional Management (New Delhi: Eurasia Publishing House, 1966), p. 408.

2
Ml»lémld [)', Koontz and Cyril J. O'Donnell, Principles of Management—An Analysis of Management Functions (Foleyo:
cUtaw-Hill Kogakusha, th edn.), p. 499.
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Y u‘ Principles of Manogement

-

Efficient Communication

Communication is an instrument of direction. It is through communication that the superio, :

allocates jobs, explains dutics and ensurcs performance. Efficient communication is a twor Iveg Ordey,

It not only enables the superior to know how his subordinates feel but also helps the su_ i '
know how the company fecls on a number of issues concerning them. In communication, ¢,
is more important than the content. How much information is correctly understood by l’hc
is more important than what is said and how it is said. This can be ensured only if the m,

| provision for a proper feedback.

Pr
bordip, aot:es&

mp]’ehcn SI tQ
Subgy dinmon

S

i
" Follow-through
] Direction is not only telling subordinates what they should do but also seeing that they dg ¢ :
desired way. The manager should, therefore, follow through the whole performance of his subolt In the
ir activities but to help them in their act, to show them w, er:imate
¢ theu,

not merely to keep a check on thei
deficiency, if any, lies and to revise their direction if it needs revision, and so on.

GIVING ORDERS ,

The order is a device employed by a /ine manager in directing his immediate subordinates to start an actjy;
A staff executive does not issue orders. To some men the matter of giving orders . é
seems a very simple affair but the fact is that it is surrounded by many difficulties
should be followed in giving orders:

stop it and modify it.
having them obeyed
Mary Parker Follett lays down the following principles which
1. The attitude necessary for the carrying out of an order should be prepared in advance. People wij|
obey an order only if it appeals to their habit patterns. Therefore, before giving orders, it shoulg
be considered how to form the habits which will ensure their execution.
2. Face-to-face suggestions are preferable to long-distance orders.
An order should be depersonalised and made an integral part of a given situation so that the question
of someone giving and someone receiving does not come up. Thus the task of the manageristo |
make the subordinates perceive the need of the hour so that the situation communicates its own |
message to them. Identification with the results to be accomplished fosters a natural willingness
to cooperate with a programme of action. This is known as the Law of the situation.

Chester Barnard lays down four conditions which make an order acceptable. These are:

1. Order should be clear and complete;
2. Order should be compatible with the purpose of the organisation;
3. Order should be compatible with the employee’s personal interest; and

4. Order should be operationally feasible.
Orders may be communicated verbally or in writing. Written orders are-appropriate when

the subject is important;

several individuals are affected;

many details are involved;

] consi<!crable time will pass before the work is completed; and

. there is geographical distance between the order-giver and the recipient.

N S

R
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Direction ond SupervtuorTr A

Jlow4P inSlfm ﬁgfvnfsz tc; ci??r:ﬁ ltclt c:jn ployees lean that their manager “means what he says”.
ilmnﬂagcr may 10 P ¢thods to ensure compliance to his orders:
!

Force:
" paternalis™

‘ in, &
pare® of objectives.

' Haﬂﬂony
. ed in “force™ is: “D ” ;
qula followe o what I say or else ... ", meaning thereby that an employee

1c fon N > .Y
.Tl unishfd if he does not follow orders. The results are frustration, restriction of output, sabotage,

D —

L ‘s

mﬂ - unionisi cte. o
il formula followed 1n “patcmahsmj‘ is: “Do what I say because I am good to you.” The result
-i: (hat the employees develop a feeling of gratitude and indebtedness toward the manager which
bert &0 not like. Further, patcmalls-m operates in violation of the law of effect. Instead of increased
G L\ < following increased compliance, the paternalistic manager provides rewards first and expects
. Con']pmnCc to follow. ) .

Ihcﬁe formula followed in “bargain Is: “You do as I say in certain respects and [ do as you say in

n‘a'i o other respects.’ Thf: result of this method is that the manager’s control is gradually reduced.

o The formula followed in “harmony of objectives” is: “If we perform together each will achieve his

ol ThS in fact is the best formula for ensuring compliance to orders.
soal”™

MOTIVATION '

he term motivation can be traced to the Latin word movere, which means “to move”. This
neaning is evident when we remember that a manager gets work done through others. If there is any one
key 10 “getting workldm.le through others”, it is his ability to move other people in the right direction
day after day. To put 1t differently, regardless of how talented people are, they must be moved to action
.nd continued in the course of action already initiated. Motivation, therefore, concerns those dynamic
processes which produce a goal-directed bahaviour. The process always begins with the individual
fecling certain needs (also referred to as drives, instincts, wishes or motives). There is no unanimity
among psychologists regarding the number and kinds of these drives. A five-fold classification which
is frequently cited in management literature is that developed by A.H. Maslow.

These needs (along with incentives or inducements, if any, placed along the course of goal-directed
behaviour to keep the individual on the track) give an energising thrust to the individual toward certain
goals which he perceives rightly or wrongly as possible satisfiers of his needs.

So, what controls human behaviour and gives direction to it is not the goal or the incentive but the
need. The goal or incentive which is external to the individual only provides him with the opportunity

for satisfying his internal needs,’
We can show the motivation process by means o

f a diagram (Fig. 15.1).

however, refute this. They say that what controls human be-
ntive (positive or negative) one can
oncern with the needs and drives of
n, measured or

]Advmates of B.F. Skinner’s Behaviour Modification Theory,
haviour and gives direction to it is not the need but the incentive. By changing the ince
ch‘%‘@ individual’s behaviour. Skinner’s Behaviour Modification Theory thus avoids ¢
the individual, Rather, it is founded upon the observable, that is, the behaviour or the response that can be see

modified. (Read this theory ahead.)
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'l “ _ Principles of Managoment
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Needs Intorprotation ~ ————>  Goal-directed ——
(Motives) " ;? qoals behaviour
according to one's
porception
Incentives
(Positive, Negalive)

FiG. 15.1 Motivation process

Nature of Motivation

Motivation is not an casily observed phenomenon. We observe an individual’s actiong and then ;

his observed behaviour in terms of underlying motivation. This sometimes leaves 3 Wid:n INterppe,
error. Our interpretation does not necessarily reveal the individual’s true motivation, Ty, Margin o
points reveal the complexities involved in understanding true motivation: e f°"°“ving

1. Individuals differ in their motives. The viewpoint (called “monistic approach”) that there ;
one “economic drive” which determines behaviour is untenable. The goals to which individy o
differ and so do their motives. This is well illustrated by an oft-quoted story. There were thre
cutting stones near a cathedral about three-fourths completed. A stranger came along and Said‘:mtn
first man, “My friend, what are you doing?” The first man replied, “Me, what am I doing? | am Wo:ki‘ie
for 10 shillings a day.” He went to the next man and put to him the same question. The seconq mE
said, “Me, what am I doing? I am squaring this stone, see. [ have to make its edge absolutely Straighi?’
The stranger walked on to the third man and repeated the same question. The third man replied. “y,
what am I doing? You see that cathedral up there. I am helping to build that. Is not it great?” [n thj;
story the major source of satisfaction to the first man was the wages he earned. The job itself contrib.
uted very little. But job itself was the outstanding source of satisfaction to the second man. The thirg
man viewed the completion of his group goal—the building of the cathedral—as his primary source
of satisfaction. This means that there is no single motive that determines how all workers will react to
the same job and, therefore, there can be no single strategy that will keep motivation and productivity
high for everyone everywhere. The manager has to deal with human diversity.

2. Sometimes the individual himself is unaware of his motive. Freud uncovered this phenomenon
while analysing his critical patients. He found that in many ways man is like an iceberg. Only a small
part is conscious and visible, the rest is beneath the surface. This below-the-surface concept is uncon-
scious motive. The presence of this explains why man cannot always verbalize his motive to attain
certain goals or even tell what his goals are. An example can be drawn from the famous Hawthome
experiments. One girl-worker complained to her counsellor about her foreman. Later on, it was found
that the reason why she disliked her foreman was that she had a stepfather whom she feared and whose
physical appearance was very much like her foreman, with the result that she had unconsciously trans-
ferred to her foreman the unfavourable characteristics of her stepfather. -

3. Motives change. Hierarchy of motives of each individual called “structure” is not fixed. It changes
from time to time. An individual’s primary motive today may not be primary tomorrow, even thoug_h
he may continue to behave in the same way. For example, a temporary worker may produce more l_ﬂ
tl.le beginning to become permanent. When made permanent he may continue to produce more—this
time to gain promotion, and so on.

als a,Spirt
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] Dirocyy ,
o are expressed differently, The ways in Which - . N and Supervision i) |
! derably between one Individy Motives 4 |

. ive
MO s al ang
- cons . . ¢ ﬂnmhcr One
an avoid accepting re ibili ~Vnein
0 gy it afe and YOI LECCPNG respongip, "ot of fa .
ol ’ gme security molive may seek gy responsib;j INg and being fireq, Ano

g RETI = ly for fe P
i e same individual may expregs g Motive diﬂ'crcnllyL at G ired for low performance |
. n .

Ve inning works hard to pet FOMotion . At differeny (jpp e

Ei" the b_c g"}w lﬁc same Dllmo':cLDirf)Tcr.umO" may, when frustrateq ind rln:c ¢ Thus., = sEmplovee

Wi getivities ¢ . lovee's t ot CXpressiong completely g g - management

i {know what the employee’s trye Motivatiop jg ¥ mislead 4 Manager because he
-0 '

S

ther individual |

& re complex. It is difficult 1o explain

ives @ o
¢ Mo parently favourable motivationg| devi

© fan @ r'Of'Worl-C(:rS. The introduc-
noN 01 .
]

: ce May not necessars . ‘

. v Sarll . Py
posing motives into play. In a factory, whep blue-gree, lighting :r;}:icnvtc t: Y dz‘md Pt |
> Htroduced to redyce eye |

pang® ot of men workers increased by that of wq
CCreased. On investigation it

outp e
gain. the the latter disliked the change in lighting be
that the ney type of lighting

S ad that : )
. h:iine them look ‘simply ghastly’,
m

- Cause they foy
hod

i) v dance-UVO"_d‘”’Ce conflict where 'the person .is forced to choose between two
which are considered equally undesirap]e by him. For example, there is the person who, being
dissatisfied with his present job, wants to leave it but algo wants to avoid unemployment.’

(ii) Approach-avoidance conflict where.the person is attracted to the positive characteristics of his

motives, both of

Motivation Theories

There is no shortage of motivation theories. We can classify them under three broad heads:

. Content theories
2. Process theories
3. Reinforcement theory

The content theories tell us what motivates an individual. They throw light on the various nt?eds and
ncentives which cause behaviour. The process theories, on the other hand, answer the question how
behaviour i caused. Reinforcement theory explains the ways in which behaviour is learned, shaped
or modified,

Some important theories under each head are as under:

he¢eps:/hemanthrajhemu.github.io




principles of Manogoement

Content Theories
1. Maslow’s Need Hierarchy Theory

2. Alderfer’s ERG Theory
3. Herzberg’s Two-Factor Theory
4. McClelland’s Achievement Theory

Process Theories
1. Victor Vroom’s Expectancy Theory

2. Adam’s Equity Theory

Reinforcement Theory

1. Skinner’s Behaviot
's Need-Hierarchy Theory
d and others are uns
he chain of cvents lea
an unsatisfied need, h
. Once a goal has
d. According to A.H.
as discussed carlier, is s
social, esteem, and self-ful

ir Modification Theory.

All people have a va
atisfied. An unsatisfied
ding to behaviour.
e or she attempts

riety of needs. At any given time, some of

Maslow
need is the starting point in
the moy;
ONVau,m

needs are satisfie
process. It begins t

When a person has
need. This is called a goa
and thereby satisfy the nee
of five successive categories,
lowest level, followed by security,

to identify something that will satisfy

been identified, the person takes action to reach tha

Maslow, needs are arranged in a hierarchy or a ]t (g!oa]
hown in Fig. 15.2. Physiological needs are :tdq
filment needs. b

;‘:"{:5':'«} -
;J‘ E. IHJ.J‘}II? __’J
[« |

e {ed

Sl

F1G. 15.2 Order of priority of human needs

are those which arise out of the basic physiology of life, for example, the need
artially satisfied for continued survival.

d psych_ologically secure. The former
d avoidance of the unexpected. The
that might confront

Physiological needs
for food, water, air, etc. These needs must be at least p

Security needs are the needs to feel both economically secure an

;n;lude protection from arbitrary lay-off and dismissal, disaster, an
atter relates to a man’s conﬁdenqe that he will be able to deal with the problems

him in future.
d by them; to love and be loved.

Thi::::e,:iie::ea:c r}eeds to associate with other people and be accepte
et a::cl:s;ly rcfencd to as “the hard instinct”, “gregariousness,” “affiliation motive” and
, they point to the fact that man finds a satisfaction in association with others and

feels a real deprivation when it is not possible
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il cgoistic needs. These are of two types: self-esteem and esteem from others. | I‘
N

|

|

|

L

|

|

w

|

i OF . of the ot i . . |

il one 0 I's need to feel inside himself that he is worthy. He has also the need that I
I

|

I

|

|

are those which relate to respect and prestige. A need for dominance may

S

g Fas . s
R ol 8 . individua

S is®
in

s ATC needs for realising one’s potential. These include the need for realising one's
iment N{‘“I ]é""'br accomplishing what one is capable of accomplishing, for becoming what
(ies h.c {Uon;ing. A musician must make music, an artist must paint, a poet must write if he is to
qpabl€ ! h.c This need is also called need for self-realisation or self-actualisation. This term, first
o u.f‘;a,t-l)' ‘:“t’)l&“cin, refers to a person’s motivation to transform his perception of self into reality.
iy Kur 001 <low, people attempt to satisfy their physical needs first. As long as these needs
ding ! ) fl;iominatc behaviour. As they become reasonably satisfied, however, they lose their
ied: ¢ nd the next level of needs, security needs, becomes the dominant motivational

p the nced hierarchy. As each level of needs becomes relatively satisfied,

s gwer and
cess continues U

R e Jevel becomes dominant. |
et cs of human needs: Human needs can also be classified as (a) lower order needs, and

g 068 st ; P .
' wchrﬁ:’ e ds. The first two needs of Maslow’s classification constitute the lower order needs.
p) highe? ordfe are called higher order needs. Table 15.1 presents some important characteristics of

1 Characteristics of Human Needs

i Higherordér needs

T Folgie cibiess R
(o the physiology of an individual, these needs 1. Being related to the mind and spirit of an individual, these

£ pung related

£ it and not hidden. Itis, therefore, easy tounderstand  needs are hidden and nebulous. It s, therefore, very difficult
1 ;:;"i o ~for others, even for the individual himself to unders[an_d_t!pm.!
! 'm;se needs are e 2. These needs are infinite. ‘
2 I . : S T g R
1 Trose needs are universal but vary in intensity from individual 3. These needs are not universal and may even exist as op-
j,3 ondiidid posites in two persons. One person may find satisfaction in'
: being aggressive, another in being submissive.

}_-nese needs are conditioned by social practice, e.g., if it 4. These needs are strongly conditioned by experience, and

is customary fo eat breakfast in the morning then the body ~ maturity.

comes o respond accordingly.
% Thase neads are primarily satisfied through thie economic 5. These needs are primarily satisfied through symbolic behav-!
;er'—i'eﬁ py ea[n_ipg *more-mon-e-yf- R SRR, ST ¢ e _“_*__IOQI'_Df_U]E psygh@-ang_s-op@lhmﬂl_em__ e

Maslow's theory points out a fact which is ignored in the conventional approach to the management
of people, namely, a satisfied need is not a motivator of behaviour. A restructuring occurs whenever
eneed has been so well satisfied that it sinks into the background and all others move up a notch to
rplace it. The theory is, however, criticised on two main grounds:

|. The /?ferarchy of basic needs is not always fixed. The order in which the needs become stronger is
Rot ng:d. Different people may have different orders. For example, in the case of creative people
like singers, painters, etc. their self-actualisation needs may become the dominant motivation

Wis, Human Relations at Work, Tata McGraw Hill, New Delhi, 1967,
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force even before their lower order needs are satisfied. Similarly, in the case
whose attempts to satisfy needs at a higher-level have repeatedly failed, luwn
again become the dominant motivating force because these people may regre
efforts toward these needs, Sometimes all needs simultancously operate Wil.hin ,
example, a person may be hungry and at the same time need love and ull'ccliuzn Indi\’ldunl ;,F"
It is difficult to know about the needs and motives of an individual from the anal q ’
Analysis of behaviour would be simple if a person’s behaviour at a given time :};“"fhc :
one motive and one alone, but this is seldom the case. Behaviour is multi-mnli\mlrclu Sl
all types and intensities influence one another to accomplish a particular neeg and c;-' iv“f':
scarch for the motive very complex. this maj, lh,g
Alderfer's ERG Theory Alderfer modified Maslow’s theory of motivation and propo
reducing the need categories to three: Posed a Moy
1. Existence 2. Relatedness 3. Growth

Maslow's Safety and physiological needs are the building blocks of existence needs; Social
are similar to relatedness needs and self-actualisation and esteem needs make up growth ﬂccda Need,
A major difference between these two theorices is that Maslow’s theory offers a static needs hi:
whose pinnacle is fulfilment, whereas the ERG theory presents a flexible, three-needs syste, r:;c
has been better received. But it is argued that like Maslow’s, its vagueness makes it difficult ¢ Vcril;

Herzberg’s Two-Factor Theory Maslow’s hicrarchy of needs provides some insights aboyt peon|
and their behaviour. Using this as a base, we can now look more specifically at work motivation. i

Perhaps the most popular theory of work motivation is based on research started by Frederioy
Herzberg. In his original study also called the Pittsburgh studies, Herzberg and his associates intervieweg
200 engineers and accountants. They asked them to think of times when they felt especially good apg
times when they felt especially bad about their jobs. The engineers and accountants were then agkeg
to describe the factors that led to these particular feelings.

When talking about especially bad times, the engineers and accountants brought up things like unfair
company policies, poor relationship with their boss and co-workers, and low pay. In contrast, whep
asked about good job experiences, they generally did not mention these factors. Instead, they talked
about recognition they had received for a well-done job, or the opportunity their jobs gave them for
personal growth and development.

Herzberg and others repeated these interviews with a variety of workers in different types of
organisations. Their results were generally the same. Based on these findings, Herzberg developed the
two-factor theory of work motivation. '

According to Herzberg, the absence of certain job factors tends to make workers dissatisfied.
However, the presence of these same factors in themselves does not produce high levels of motivation
They merely help avoid dissatisfaction and the problems it creates, such as absenteeism, turnover and
grievances. Herzberg called these factors maintenance or hygiene factors since they are necessary to
maintain a reasonable level of satisfaction to serve as a take-off point for motivation. He concluded

that there were ten maintenance factors, namely:

[ FUStra
cr |CVQ] n edpcﬂm!

88 ang 'ﬂlircc fna,

ra

e

1. Fair company policies and administration
2. A supervisor who knows the work

3. A good relationship with one’s supervisor
4. A good relationship with one’s peers.
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"~ Good working conditions

0. Status, i-€: relative ranking that a person holds in g group
1U.

To puild high :;Z;‘Sdgfn':)’tmi‘l:’alt‘:sgs‘;]dlﬂ"elfcn(: set of factors is necessary. However, if these factors
t present, HISCIVES lead to strong dissatisfacti these the I
not P satisfiers. These are six in number: g action. Herzberg called the 1

=
Tae
=
w
=
i
e e e e T

motivato’ s of ‘ |
Opportunity to accomplish something significant

" Recognition for significant accomplishments

' Chance for advancement

: Oppormnity to grow and develop on the job

, Chance for increased responsibility

" The job itself

—

T2

“

[= SRV N =

As the list mc.j](:ates, the motivators are job-centred, they relate directly to the content of the job itself.
[n contrast, maintenance factors relate more to the conditions and environment in which the work is *
done. These two groups of factors are respectively also known as intrinsic and extrinsic rewards. Intrinsic |
rewards are so called because they are internally generated by the task itself and are not tangible and '
visible to others. Extrinsic rewards are distributed by other people and are tangible and visible to others.

It is important to remember that these two types of rewards are not completely distinguishable. Many
rewards have both intrinsic and extrinsic components. For example, a person who wins a sales contest
receives the prize which is an extrinsic reward. At the same time, however, winning in a competitive .
situation may be more powerful, yet be an internal reward. |

Herzberg noted that the two sets of factors are uni-directional, that is, their effect can be seen in
one direction only. In the absence of maintenance factors, for example, workers may feel dissatisfied.
There may be more absences, more quits, and more grievances in union organisations. But the presence
of these factors does not motivate them. Similarly, in the presence of motivators, workers may feel
motivated but their absence does not make them dissatisfied.

Herzberg admits that the potency of any of the job factors mentioned, as a motivator or dissatisfier,
is not solely a function of the nature of the factor itself. It is also related to the personality of the
individual who may be either a “motivation seeker” or a “maintenance seeker”. A motivation seeker (high
nAch) is motivated primarily by the nature of the task and has high tolerance for poor environmental
factors. Maintenance seeker (low nAch), on the other hand, is motivated primarily by the nature of his
environment and tends to avoid motivation opportunities. He is chronically preoccupied and dissatisfied
with maintenance factors surrounding the job. He shows little interest in the kind and quality of work.

Although an individual’s orientation as a motivation secker or a maintenance seeker is fairly
permanent, it can be influenced by his environment. Thus, in am environment of achievement,
responsibility, growth, and recognition, a maintenance seeker tends to behave like, and acquires the
values of a motivation seeker. On the other hand, the absence of motivators causes many motivation
seekers to behave like maintenance seekers and to become preoccupied with the maintenance factors
in their environment.

he¢eps:/hemanthrajhemu.github.io

44‘,-.%\



(] -__‘ Principles of Management

To a certain extent, Herzberg's theory also fits in with the earlier discussion of need
8,

Fig. IS.J_ the maintenfumc factors mainly satisfy physiological, sccurity, social anq Some s Sg Ow,
The motivators are directed at some part of esteem, and self-fulfilment needs, teem "‘cdn
.
- -t -
Maintenance Factors E Motivators
E Sell-
i fulfilment
' Est'pom
(| |
Social '
i
]
Security i
:'
1
Physiological :
'

F16. 15.3 Herzberg's theory and Maslow’s theory compared

Herzberg’s theory has drawn attention to the importance of intrinsic job satisfaction in work Mmotivation
He deemphasises economic motivation and off-the-job and around-the-job need satisfactions, According‘
to Herzberg, one important way to increase intrinsic job satisfaction is through job enrichment. By job
enrichment is meant the deliberate upgrading of responsibility and challenge in work. Job enrichmep
should be distinguished from job enlargement in which a job is made structurally bigger by adding
other tasks from the horizontal chunk. According to Herzberg, this does not motivate a worker becayse
the mere increase in the size of his task does not make it more interesting. Job enrichment makes 3
job more interesting by increasing its planning and controlling contents and reducing its doing content.

This can be accomplished in several ways, such as by:

(a) eliminating a layer of supervision,

(b) increasing worker’s autonomy and authority (e.g., when to start and stop work, when to have a
break, to plan work, to assign priorities, to decide work methods, to solve important problems
independently, and so on),

(c) giving worker a complete natural unit of work. A natural unit of work calls for a variety of skills
and increases one’s task identity because one can clearly see one’s contribution. For instance,
instead of a worker doing a specialised task, then passing it off to another worker for doing
another part of the task, under natural unit, the worker would be given a complete module gf
work to do (job enlargement) and importantly, would be held responsible and accountable for it.
Job enlargement would simplify coordination and would waste little time in moving work from
one step to another.

(d) giving direct feedback to the workers without the supervisors coming in b
more happy when they receive comments from the clients directly, and

(¢) introducing new and more difficult tasks not previously handled, providing the op
the worker’s psychological growth.

The theory has been criticised for a number of reasons. These are as under:

1. The theory is based on a sample of 200 accountants and engineers. Critics ask whether this
limited sample can justify generalising to other occupational groups with different technology:

etween. Workers feel

portunity for
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kground. For example, job enrichment is difficult to truly implement where
refer an old familiar job or their current pattern of social life at work or their
Cmployce_ ner pay to any enriched :]0b with mcrcnsgl autonf}my and'rf:spO'nSlblhly.
sent hig uffers from the following weaknesses inherent in the critical incident methodology
The chr:’ jsc d by Herzberg: -
which i ns, when satisfied, atlnbplc the causcs of their feelings to themselves. When they are
(i) REtSe f:lCd they attribute their own failures to the causes outside themselves. Therefore,
diss def:cnccs are at work when people say they are satisfied or dissatisfied. 1|
i orisation of factors into motivators and hygienes (maintenance) requires not only .
Caliﬁmdcnt’s accuracy and veracity of self-reports, but also the interpretation of the rater
itiates the results. . B
methodology has the bias of being able to recall only the most recent job conditions
; feelings. Further, 2 currently satisfied person who responds to his retrospective feelings
. have a satisfied respondent bias.
may | and maintenance factors are not wholly uni-directional in their influence. They
, Motivatlor';;arﬂy in one direction, but also partly in the other direction. For example, in the case
of bﬁtt:cpollar workers, maintenance factors such as pay and security may also work as motivators.

4's Need for Achievement Theory According to McClelland, the three basic needs that
Clellan 15 and acquire from their culture are: the need for affiliation (n Aff), the need for power
le ch‘; (:Ee need for achievement (n Ach). Each of us develops a dominant bias towards one of
o Pow) an 0 the basis of socialisation and past experiences. A person with a high need for affilia-
these needs :rne d about the quality of an important personal relationship. Thus, social relationships
ion 15 COf;‘;nce over task accomplishment for such a person. A person who has a high need for power
lﬁg:nze s on obtaining and exercising power and authority. The person is concerned with influenc-
0

ing others and winning arguments. A person who has a high need for achievement has three distinct
characteristics. These are:
1. Preference for setting moderately difficult but potentially achievable goals.
2. Doing most things himself rather than getting them done by others. He wants to take personal
responsibility for his success or failure and does not want to hold others or chance responsible for

Iit.
3. Seeking situations where concrete feedback is possible,

bac
ces and
et simply P

/5

.y The
(ii) ihe TeSP
“’hiCh v

(iii)

M

This theory does not recognise the lower-order needs. A job with the above characteristics goes a
long way to motivate an individual.

Victor Vroom’s Expectancy Theory According to Vroom, under conditions of free choice, an indi-
vidual is motivated towards that activity which he is most capable of rendering and which he believes

h;slhc highest probability of leading him to his most preferred goal. Following are some basic concepts
of this theory.

1. First and second-level outcomes There can be various job-related goals before an individual, such

&, promotion, increase in salary, recognition, praise, and so on. These are second-level outcomes. Each

Z‘;C;’:;i-ia':l outcome holds -S(?mé distin.ct value for the' indi\{ic.lual. This is called valc_ncc. Tl}e v'a!.ence

el 10 a;f;e H;ay be positive, nega_uvc or zero. It is positive for an outco_me which an individual

tain ang i in (for example, promotion). It 1_s nega:uv.e ft_or an outcome which he does not want to
tis zero for an outcome toward which he is indifferent.
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l -
f Each second-level outcome can be achieved in a number of wa

‘ . : . e ¥s. For
|| promotion cither by leaving the organisation or by absenting himse|f as 2 "l’:amplc. One
[ by joining some pressure group or by attending a training programme or 1O of lisnayj, . *“His,

his boss or by bribing somebody or by

. . . a
' Improving his performance N ingj
and s " tim
" level outcomes. ’ 70N, Theg “

2. Instrumentality  All first-level outcomes do not have equal probability of Jaq:

! to the second-level outcome. The individual has his own subjective estimateg C«;dm ¢ inrji.,i,j
1 ranging from -1 to +1. These are called instrumentalities, —| indicates a bclicr‘:h.lhce'c iliy "
! outcome is certain without the first-leve] outcome; 0 indicates a beljef that the gcc‘:t !(:"i Sece l..:
[ .. iy i - . “econd-Jey -
1 1s impossible with the first-leve] outcome, and +1 indicates a belicf that the second.g,, I oy

!

_ . O

certain with the first-level outcome. cl Oukx;me;
These instrumentalities help in determining the valence of each first-level outcome Th

each first-level outcome is the summation of all products arrived at by multiplying i ;¢ Valeng, of

. 1ts in ,
with the related valences of the second-level outcomes. Slmm"mah‘

3. Expectancy Expectancy like instrumentality is also a probability estimate which joins th
vidual’s efforts to first-level outcome. The individual asks himself ‘Can I do it?” anq makes an e:r
I

of the probability of making a given first-level effort. Being an effort-outcome association eXpect
values are always positive, ranging from 0 to 1. '

indj.
ey
4. Motivation Motivation is a multiplicative function of the valence for each
and the believed expectancy (E) that a given effort will be followed by a parti
e, M=f(V, X E).

The working of the above concepts can be better understood with the help of an
faced with various first- and second-level outcomes, as shown in Table 15.2,

first-level outcome (p )
cular first-level ouLcom::

example of a worke

Tasie 15.2  Working of Victor Vroom’s Motivation Theory

- | Expectancy) | Instrumentality " | Second-level outcomes
| ‘ e~ —

First-level outcomes and its
valence

(a) More work Valence = Getting promotion

0. (6.4) +(10) +(0.5) = 16.9 1.&\ Getting more salary ] 12- ,
I 0.1 Getting recognition and 5J
! praise :
M 0.6 (b) Developing intimacy with 06 Getting promotion LI
the employer < :
[ ' Valence = 0.8\ Getting more salary 5 ]
(Motivation (4.8)+(8.0)+(0.5)=13.3 0.1 Get_tmg recognition and
force to praise
- perform) _é,.}
B Getting promotion ==

/ﬂ/

™\ (c) Bribery o N

— 5 - Nsemngmomsﬁaq _a il SN

PR ) e Y d s . e » = - 5
Valence = 0 Getting recognitionand

.

| L T e e s

___-‘
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ihe above illuslmtion,.thc motivation fi)rcc 1o put in more work is (16.9) X (0.3) = 5.07, to develop
.]n ,with the employer is (13.3) X (0.6) = 7.98 and to resort to bribery is (6.0) X (0.8) =4.8. Thus, it can
innmﬂFI?v redicted that the worker would be motivated toward developing intimacy with his employer. His
 ation will dCPL‘lfd not only on the Vﬂlgncc of the first-level outcome but also on the value of expectancy.
Onnhuugh vroom's theory does not directly contribute to techniques of motivating personnel in an
,:nisnlinn. it is of value in analysing the process of motivation. The theory tells us that what an
l_‘ﬂi_‘_i Jual does depends on a l!‘mc'StCP thought process. First of all, he determines the relative importance
mf(I:h carious personal g“f‘ls such as money, security, recognition, etc. These are the second-level outcomes
;wr him. He then determines the probability of the organisational goals, i.e. the prescribed standards of
° ut and behaviour (which are first-level outcomes) leading him to his second level outcome. This
;« the instrumentality fohc first-level outcomes, Finally, he decides what is his ability to achieve each
frst-level outcome. This is expectancy. The theory thus recognises the differences in motives or needs of

indi\-idua]s and emphasises the role of individual’s internal Judgements. This can be said to have moved

motivation research in the direction of contingency thinking.

This model has several important implications for a manager. It tells him that to motivate an
ndividual, it is not enough to offer him rewards. He must also believe that:

. The outcomes will be satisfying (Satisfaction)

2. The prescribed effort will lead him to those outcomes (Trust), and

3. He has the ability to put in the prescribed effort (Conﬁdence)’.

e—
e

The experience of one manufacturing company dramaticali

, : . i y demonstrates the importance of people
being convinced th-at by working they will receive rewards that are important to them. The bo?npapny'
planned to expand its operation and the management knew that a number of new supervisors would be

needed. To prepare for the expansion, the company decided to run a training programme for hourl

employees to prepare them to become supervisors. The programme was open to ail employees at :
cost. They were required, however, to attend the prbgrammé on their own time. When the p:'o ramr:O
started, management was shocked—only three people participated. Interviews with 'emplovees%vho di:
not participate explained the poor participation. Many indicated that they would like to be p‘romoted but
did not feel that attending the programme would help. "Promotion is based on who ycu know, not v'vh:t
youlkno'w'. was a commonly expressed opinion. In other words, although promotion was an .imp'nr&mt
motivation _factor to many of the employees, they did not participate in the training programme becaus

they did hot believe it would help them get promoted—they had negative expectations. L

9 Thlz model, h9wcver, operates in those situations only where the employees are rational and
orgticﬁ }'Fm'cu!a!mg an_d have the freedom to make their choices among alternative courses of action
¢haviour. In those situations, where these assumptions do not hold true, this model will not operate

A ’ . . . . .
pcdrzflm 5 Equity Thef)ry5 This theory is based on the thesis that a major factor in job motivation
ormance, and satisfaction is distributive justice®, i.e. the individual’s evaluation of the equity oF

$
Sta w : : .
. ¢y Adams, “Toward an understanding of inequity”, Journal of Abnormal and Social Psychology, Nov. 1963.

W, s st AvEne
“hi:hn:iu3[| remember that distributive justice is only one part of organisational justice. The other part is procedural justice
) €als with the analysis of faimess and equally followed in reaching a decision. More recently equity theory has been
o the analysis of procedural justice as well.

applie
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_fmr.m?ss Of lhc reward he or she is receiving. In this theory, equity
individual’s job inputs (such as effort, skill, experience Cdu’ quity is defined g
(such as pay or promotion) compared to the rewards o;!:crs?tlon a".d .Scnion‘(y)
lhc‘?")' suggests that an individual’s motivation, pcrfmmanc.c ar:z receiving for si
sul:ucc(wc cvaluation of the relationship between his or her eff; i;llsfacuo,l will depeng 0
ratio of others in similar situations. Thus, unlike the cxpcclanz (t)h reward ratio and (p, enr! 'S 01 by,
oriv{rlc'd. People compare what they are being paid for their choits ep;y, this theory ig More : y Warg
receive for theirs. When they feel that inequity exists, a state of!wn'] what others in Sim“af?e% b
psyc-hologists use the term cognitive dissonance to d;scribc this :;:510[1_1 e o Within thc";mau
tension .by appropriately adjusting their behaviour. A worker who o People try to resol\.rc Py
underpaid, for example, may try to reduce the inequity by exertin I])CrceWeS that he or she g o
the other hand (also in a state of tension through perceived inequig) e:: ciiait. Overpaid Workerg mg
Because individuals differ, their methods of reducing inequity will ;ls a{j“:}'ork harde.r, a
resolve the inequity by rationalising that their efforts were greater or ]esse‘r0 lhl e; Som.e Individya) wil
them to E?e, or that the rewards are more or less valuable. For example ona: o Il Perceiv;dl
a promotion may “decide” that the previously desired job actually inV(’)lvcd ferson failing to TeCeive
Another may remove an inequity by quitting the job altogether. Still others maoothCh ‘esponsibiy,
\\»orl:;ers with whom they are comparing themselves change their behaviour. 'I'ho)sfery ‘Okmakc those ¢,
receiving the same pay but exerting less effort, for example, may be Persua;ie dor CZOI (tiegm Membery
harder. Alternatively, high-performance workers may be discouraged in order to “stzrce i orkin
of us look bad”. For managers, equity theory has several implications, the most im (?nl:a:(mg thf: rest
that, for many individuals, rewards must be perceived as fair in order ;o be motivatif: Tlll-, of whih
widely use it to set pay scales for jobs. 8. They, therefor
Skinner’s Behaviour Modification Theory The theory (also known as Operant’ Conditioning Theo )
has developed out of researches done by B.F. Skinner. According to this theory, people behave gg
way they do because; in past circumstances, they have leamed that certain behaviours are associated
with pleasant outcomes and certain other behaviours are associated with unpleasant outcomes. Because
people generally prefer pleasant outcomes, they are likely to repeat behaviour that they have leamed
will have pleasant consequences. For example, people, in an organisation are likely to obey manager’s
instruction because they have learned at home and at school that obedience to authority leads to praise
and disobedience leads to punishment. Thus, the frequency of the various kinds of behaviour in the
organisation can be seen as contingent on the immediate consequences of these behaviours.

The consequences that increase the frequency of a behaviour are positive reinforcement (e.g., praise
or monetary reward) or negative reinforcement (i.e., escape from some aversive situation). An example
of negative reinforcement might be a manager who requires all subordinates to attend an early morning
staff meeting whenever performance of the organisation falls below a certain level. Subordinates would
then work very hard to avoid the unpleasant early morning meetings and strive for a high Icvel_ of
performance. The consequences that decrease the frequency of a behaviour are extinction (i.€., ignonng
the behaviour) and punishment (e.g., reprimand, fine, frown, etc.).

The reason why positive or negative reinforcement is more effective than punis
inforcement gives the em

increasing the frequency of a desired behaviour is that rel

a ratig |,

Ctw,
an . e
ml d t.hc Job r:n lht

Uty

hment or extinction i0
ployee a great deal of

d by its

7 An operant can be described as a “class of responses, the subsequent likelihood of which may be modifie

consequences.”
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on about the desired behaviours. Under extinction or punishment the employee only knows that I
a

t o Ao | - : ; , , i
he or she is doing Is wrong, It Carmies no informational content about the desired behaviour, |
whatever eviard oF positive reinforcement is being used 1o

en

increase the frequency of a desired behaviour E
Ahes mportant task to be pcrfor'mu-l by the MANAger is 1o identify effective reinforcers through trial 14
e first! This is unlike other motivational appr
I. '

aches in whj
% | ed jobs, is taken as predetermined. As soon ag effectiy
C J

. vailability should be determined. Rewargs can be a

ch what employees want—more money )
¢ reinforcers are identified, the Sfrequency
dministered continuously—every desired

ctary for every error-free letter, the manager
. begin skipping now and then. (Also read “Process of Change” in Ch, 19
mﬂi\-he above theory, ““l'lfe ‘h‘_’ other two theories does not require us to understand an individual’s
internal cognitive system, i.e. his needs, wants, values and
n

v CXpectations, to predict how he will behave
4 given situation. Rather, it is founded upon the observable
inag A

Skinner's behaviour modification theory is criticised On two grounds. First, it is said that it
overemphasises the importaan: gf extrinsic rewards and ignores the fact that people are better motivated
by intrinsic rewards. Secqnd, 1t 1s argued that t.he theoery is unethical because no manager has a right to
manipulate and control his employee’s behaviour. R

_ eplying to the second criticism Skinner says that
we are constantly affecting others’ behavioyr whethe

r we intend to or not. Every time we smile, frown,
criticise, or praise, we are reinforcing or punishing a behaviour, If 50, why not recognise and understand

what we are doing and make sure we reinforce those behaviours that are desirable ?

Systems View of Motivation

T¢ as a progress report than as a definitive s
said that all content theories lead to a better understanding of job content factor

adequately stress that human behaviour is multi-determined and multj
relatively complex and difficult to translate into actual practice.

Systems view of motivation tells a manager that motivation is the result of interplay of the following
four factors:

The Individual

The Organisation
Job Characteristics
Exogenous variables

tatement. It is
s although they do not
-motivated. Process theories are

g, ———
: Skinner, BF, Beyond Freedom and Dignity, (N.Y.: Knopf., 1971).
Saul W, Gellerman, Motivation and Productivity, 1970, D.B. Taraporevala, Mumbai.
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The Individual

To lur;dcrsmr)d what motivn_tcs c.mp]oyccs we must know something about the;
beliefs. Obviously people differ in these characteristics, and theijr motivatio €Ir needs, imere“s
example, *self-cfTicacy’, i.c. an individual’s belief in hi T ns will also djgy, ang
™ _ L€ AN ual’s belicfin his capabilities to successfully perf; CT. Take ¢
¢ motives of any two individuals with different beliefs in their capabilities canI:f3 OnE a given ‘}’: '
ver ethe
Samtlﬂ

The Organisation

Difhesct aanisionsspptesis (et movaion pars Thos whish «
being at the minimum level, thci)s.c wh'csh Sy Iegal.co;.np.[,ance with p
motivation; thosec where the ;ctivities cell the .SYStem'Wlde N mdlw-dua] Eans

Hom; 1K ' rry their own rewards evoke internalised m
no additional incentive, and so on.

Ha\\:lt}omc experiments h’ave‘shown that the climate of the organisation also has an importa _
determining a worker’s motivation. For example, a football player who may play poorly fo Nt part i,
but much better for another because of the change in the context. Similarly, a worker a]sOrn?ne team
poorly in one organisation but much better in another because of the change in the human ?y wore
development climate or culture of the organisation, which rests on the following eight values tesourcc
called OCTAPACE values: Oether

e Openness, i.e. willingness to share and receive information.

Confrontation, i.e. willingness to face and solve problems.

Trust, i.e. faith which people have for one another.

Autonomy, i.e. degree of freedom enjoyed by the workers.

Proactivity, i.e. the tendency to think ahead of the problem.

Authenticity, i.e. people say what they mean and mean what they do.

Collaboration, i.e. people’s tendency to live and work together as cohesive groups.
Experimentation, i.e. the existence of supporting environment to take risks and innovate.

mphasise aUthoy:
€0ple’s perfor, |
evoke [ns'mmem
otivation that ﬂee& ,

Job Characteristics

Job design from the perspective of job characteristics rather than from Herzberg’s motivators is anf:t}.ner
important determinant of motivation. According to Hackman and his associates'!, these characteristics
are skill variety, task identity, task significance, autonomy and Sfeedback.

Skill Variety refers to the extent to which the job requires the employee to draw from a number of |
different skills and abilities. Task identity refers to the extent to which the job is a complete module
of work. Task significance refers to the importance of the task to th.e.pride of .thc em;_)loyee anc:] tz t:l:
organisation. Autonomy refers to employee’s freedom in making decx§:on§ re!atmg to !'llS work sche uss.
choice of means to accomplish objectives, etc. Feedback refers to O[?_]BCHVC mfjormatlox} about tpl;grf
and performance which can come from the job itself or from superiors or an information system.

. . s ¥ thC
According to the authors of this work-design model the above characteristics create in the WO_I‘kCT
following psychological states, which result in a self-

perpetuating cycle of positive work motivation:

997.
man, New York, 1 | Behaviour and

' Bandura, Self-Efficacy: The Exercise of Control, W.H. Free o
sign of Work: Test of a Theory, Organisation

1" Hackman J.R. and Oldham G.R., Motivation Through the De
Human Performance, 1976, pp. 250-279.

> )
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Job Characteristics Critical Psychological States |

|
varicty of skill ‘ I
I;cntity of the task Meaningfulness of the work i
Autonomy - Responsibility for work outcomes 1'4 |
Feedback

» Knowledge of results from woik activities

and for redesigning of jobs showing concern about the impact of work on workers has
This d;: 1kn0“’ﬂ as Quality of Work Life (QWL).
come to

Frogenous Variables

or's life is not divided into two watertight Compartments, one inside the organisation and the
A \\-ork:tside it. The two are closely bound together so that the trouble and joys of the job life cannot
od]ff 0

aside when reporting for work, nor can organisation matters be dropped when returning home
:cﬁpu:\-ork Both on-the-job and off-the-job lives play a strong motivational role.
er WOIK.

|

I

Significance of the task t
|

|

|

l

japanese Model of Motivation-Theory Z

Among those looking to the Japanese model for answers to the motivation and production problems has
been William G. Ouchi, who says that the key to increased productivity lies in the various characteristics

of Japanese business organisations. He names these characteristics as Theory Z. The following ten
characteristics give a quick but comprehensive view of the subject:

1. Collective Responsibility Performance is viewed overwhelmingly as group performance and
an individual’s contributions are never isolated for praise or for blame because it is considered
inimical to group harmony. Emphasis on group responsibility eliminates intra-group rivalry.

2. Non-specialised Career Paths There are no functional fiefdoms and career paths. There is the
system of continuous training in all

types of work. Hence every manager, though the purest of
specialists in his own work, is a true generalist in his knowledge and can be moved from one
department to another.

Slow Promotions on the Basis of Seniority.
Down-up Decision Making Called Ringi System.
Employment of Quality Circles.

Concern for Young Workers Seniors act as “godfathers” with almost paternalistic concern for
workers’ personal problems.

Equality Common uniform, can
and low wage ratio between the t

« No Industry-wide Unions There are only company-wide upions with no outsiders. This creates
harmonious relatjons between management and worker’s,
Genuine Meritocracy.

10, Performance-

o U s W

teens, parking and work places for all categories of employees
op and the bottom foster employee equality.

focused Lifetime (Continuous) Training
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Motivation of Workers in a Host Country

An expatriate manager who wishes to motivate workers in a host country must upgrade hig k

of native needs and cultural idiosyncrasies. In some countries motivation may need to b;: i“owlcdgc
in terms of money, in some others in terms of safety and security, and so on. Motivatorg wh’i‘lcl‘prclcd
be appropriate in an advanced country may not be workable in a less-developed country, ch Wouly

JOB SATISFACTION o ' ‘

In the most general sense, job satisfaction is a pleasurable or positive emotional state or feelin
individual which occurs when he finds his various job aspects and job experiences meeting hisg of ap
and values. It is thus a specific sub-set of attitudes held by an individual and is different fromn%d&
motivation that is concerned with the behaviours that occur on the job. Work
There are three major theories of job satisfaction, viz. (a) Herzberg’s motivalion—hygicne the
(b) need-fulfilment theory, and (c¢) social reference group theory. Herzberg’s theory has alrcadyb: '
discussed in a preceding section. Under the need-fulfilment theory, it is believed that a person is satisﬁzg
if he gets what he wants and the more he wants something, or the more important it is to him the
more satisfied he is when he gets it and the more dissatisfied he is when he does not get it. The sc,)cia|
reference-group theory is similar to the need-fulfilment theory, except that it takes into account not the
desires, needs and interests of the given individual, but rather the point of view and opinions of the
groups to whom the individual looks for guidance. Such groups are defined as the ‘reference-groyps
for the individual in that they define the way in which he should look at the world and evaluate varigys
phenomena in the environment (including himself). It would be predicted, according to this theory, that if
a job, meets the interest, desires and requirements of a person’s reference group, he will like it, and if it
does not, he will not like it. A good example of this theory has been given by C.L. Hulin.'? He measured
the effects of community characteristics on job satisfaction of female clerical workers employed in
300 different catalogue order offices. He found that with job conditions held constant, job satisfaction
was less among persons living in a well-to-do neighbourhood than among those whose neighbourhood
was poor. Hulin thus provides strong evidence that such frames of reference for evaluation may be
provided by one’s social group and general social environment. However, it is obvious that the theory
is an incomplete explanation, since while some people may go along with group opinions and group
evaluation of organisational phenomena, many people are independent of these pressures.
In summary, the three theories reveal that
1. job satisfaction is a function of, or is positively related to, the degree to which the various

motivators or satisfiers are present in the job situation;
2. job satisfaction is a function of, or is positively related to, the degree to which one’s personal

needs are fulfilled in the job situation; and -
3. job satisfaction is a function of, or is positively related to, the degree to which the charactenstics

of the job meet with the approval and the desires of the groups to which the individual looks for
guidance in evaluating the world and defining social reality.

II : - - . . .,
C.L. Hulin, “Effects of community characteristics on measures of job satisfaction”, Journal of Applied Psychology, 1966,

50, 185-192.
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Job Satisfaction y_

tes Of

A. Korman," there are two t .
10 Abralmlll ’ ' ypes of correlates of job sati . .
cntal effects, and (b) personal variables, : isfaction. These are:

_\m\rdln
3 epvironm

gvironme” tal Effects

cfupar,‘omll lf’"cl T‘helh‘lg:cr the level of the jO_b, the greater the satisfaction of the individual.
L is because higher leve :IOf S carry greater prestige and self-control. This relationship between
-c;ma“”““] level and job satisfaction stems from ﬂ'le social reference-group theory in that our society
o-tIucS some jobs more than 0lher§. Her}ce, people in valued jobs will like them more than those who
‘:e n qon-valued jobs. The rela_uonshlp may also stem from the need-fulfilment theory. People in
:ighﬂ level jobs find most .of thg!r needs satisfied Ehan.when they are in lower level ones. There is less
siparity between what satisfaction these people (in higher level Jobs) expect and what they realise.
s Job content The greater the variation ir_l job content and the less the repetitiveness with which the
;1'5 ks must be performed, the greater the satisfaction of the individuals involved. Since the job content,
i terms of variety and nature of tasks called for, is a function of the occupational level, the theoretical
arguments given above apply here also.
3. Considerate leadership People like to be treated with consideration. Henc
results in higher job satisfaction than inconsiderate leadership.

1
|

e considerate leadership

4. Pay and promotional opportunities  All other things being equal, these two variables are positively
related to job satisfaction. An explanation for this finding lies in both the theories discussed above.

5. Interaction and the work group Here the question is: when is interaction and the work group a
source of job satisfaction and when is it not? Interaction is most satisfying when

(i) it results in the cognition that the other person’s attitudes are similar to one’s own, since this

permits the ready calculability of the other’s behaviour and constitutes a validation of one’s self;
(ii) it results in being accepted by others;

(iii) it facilitates the achievement of goals.

Personal Variables

For some people, it appears that most jobs will be dissatisfying, irrespective of the organisational
conditions involved, whereas for others, most jobs will be satisfying. Personal variables like age,
educational level, sex, etc. are responsible for this difference.

. Age  Most of the evidence on the relation between age and job satisfaction, holding such factors
as occupational level constant, seems to indicate that there is generally a positive relationship between
the two variables up to the pre-retirement years and then there is a sharp decline. An individual aspires
for better and more prestigious jobs in the later years of his life.

2. Educational level With occupational level held constant, there is a-negaiive relationship between
the educational level and job satisfaction. The higher the education, the higher the reference group
which the individual looks to for guidance to evaluate his job rewards.

DAK. Korman, Organisational Behaviour (New Delhi: Prentice-Hall, 1978).
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|'| Sex  There 1§ as yet no consistent evidence as to whether women are m
Al [} ~ g . ! ! ‘ i
an men, 'hlnhlmg such factors as job and occupational level constant, Op or(': ;aUSﬁCd With g
\ case, considering the generally lower oce i irati Pl . ot
| ) ) oc predict th
y cupational aspiration of women, 1t this 1 bél%‘

Some other correlates of § isfacti t
e correlates of job satisfaction, which have been found in th ‘ .
workers, are as under: ¢ studies refayjy, t

0 WQ"ﬂcn

Ease of commuting to work,
Working hours,

Company prestige,
Recognition,

Autonomy, and

Fair evaluation of work.

Relationship between Job Satisfaction and Productivity Experiments ha
very little positive relationship between job satisfaction and job performance v:
\/n.vom,"1 in his review of literature has shown that there is a median correlatio(:l
satisfaction and performance, which has little theoretical or practical importance, This ;

two are causcd by difTerent factors. Job satisfaction is closely affected by the amoz'mt 1S 1s because (y,
an individual derives from his job, while his level of performance is closely aﬁcctecfj;;e:::? Which

shown thay

: there :
an individya| V'Etou
of only 0,14 betw, '

ar.!aimncm of rewards. An individual is satisfied with his job to the extent that his job pmv-;mj.b'
with what he desires, and he performs effectively in his job to the extent that effective perflo:: i
ance

leads to the attainment of what he desires. This means that instead of maximising satisfactip

ally, an organisation should be more concemed about maximising the positive relationship :e%::ler.
performance and reward. It should be ensured that the poor performers do not get more rewards l;rlen
the good performers. Thus, when a better performer gets more rewards, he will naturally fee] moan
satisfied. This approach, we must remember, is quite different from the usual human relations approa:;
of trying to maximise satisfaction generally.

ORGANISATIONALCOMMITMENT

The term “organisational commitment” is an attitude reflecting the employees’loyalty to their organisation.
It is measured in terms of their desire to stay with the organisation, their willingness to exert high levels
of effort on behalf of the organisation and their belief in the needs, priorities and goals of the organisation.
The employees’ organisational commitment is determined by a number of personal (such as age,
tenure in the organisation, positive or negative disposition) and organisational (such as job design,
leadership style, opportunity of career advancement) variables. _
As in the case of job satisfaction, there are mixed outcomes of organisational commitment. Wh.ereas
some studies show that there is a positive relationship between organisational cornmitment'and df:smlgle
outcomes, such as high performance, low tumover and low absenteeism, others do not show this relationship.
Yet, most researchers agree that in the context of present-day focus on team work, empowerment and f_i’tlbf;tfr
organisations, organisational comn:’tment is a somewhat better predictor of desirable outcome varia S
than job satisfaction, and thus deserves management s attention. But, in the face_of‘ many en\(lronrrlfﬂuc
forces (such as the fear of downsizing, loss of job security, overwhelming change 1n technology, stress

" V.. Vroom, Work and Motivation (NY: Wiley, 1964).
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employees’ organisation

. 15 )
" ‘“ﬂ-\ncrcnsc it, is not easy. Dessler' suggests (ha followmg guidelines:
|

al commitment, management’s
,mit to people-first values.
Con

" Clarify and communicate your mission and ideology.
’ [t .

/3 isational justice: provide f :

rantee organi , OF extensive two-wa icati
_ Gl;:prghensivc grievance procedure. Y communication and a
p :"Olfjff a sense of community; emphasise team work.
;. Suppot cmployee development; commit to actualising; provide job challenge; empower; promote
b ﬁ-om “.ithln_

3

Morale refers to the attitudes of a group of employees towards job!®

: : : - Itis thus a group concept althoy
same writers use it to describe the basic feelings of ap individual in relation 1o his ; i
that describes the attitudes of the employees

the company, working conditions, fellow
attitudes of the collective body. In other words, it is the composit
atitudes of the em_ployees making up the group. Attitude is g predisposition to respond positively
or negatively, to different aspects of the job. A greater Presence of positive attitudes ind’icates high
morale while a greater presence of negative attitudes indicates |o

: W morale. There are certain indices
to measure the height or depth of rale. These are resignations, accidents sickness, absenteeism
] ’ e ]

If morale is high, these indices give low readings and the group
ful of the obstacles which may come

0

sees only frustration before it. No
in all circumstances,

satisfaction under the custodial theory.

Relationship between Morale

There is a definit
Production for a

and Productivity

¢ relationship between morale and productivity. Low morale
long period. It will manj

P —
1: Gary Dessler, “How
Robert Dypip, The

€an never result in high
fest itself in low production, sooner or later, depending upon

to Eam Your Employees' Commitment, “Academy of

Management Executive, Vol, 13, No.2, 1999
World of Work, Englewood Cliffs, N.J. 1958,
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‘Pﬂncln’os of Monogor;t;hf

| [lf::cl;‘a:]urc of w_ork. Where the work involves the total man (for exam
| h more mpuil‘y to decreased productivity. A scientist who feel

| or his manager will rapidly become unproductive, But, where lh(:;:s o
| E\cl".ﬁ.r.nma‘c'hmc-pacc}i work which usually employs only a part of av;?;k‘docs iy -invohc the :’"lsnau,]n
‘ ¢ will be R‘qulmd before the adverse effect of low morale will oy Ca[?ablluics)‘ alon i

to §§‘ZCt production, increased grievances and similar dcvclopmcntsmzztrrlllchl Pk

i l . . ’
| . Shfwnml;)crl::)lz’.may or may not result in high production, depending

SCI:; R&D), 1oy, Oralg .
ment towarq his o WI.II |Ca‘I

Pcman
. th f()r ri“d
d finally in loucp 0O o,
upon the kind of higl;”:ance_
l a P - - - orale
q c;-_son-clplml-]m.cd .marale Thls_km_d of morale represents a situation where most of .
,perll m‘r%, all t e'lr.ume and energies in satisfying their personal objectives unrelatod = empl"ycesa,
goals. The resuit is happy employees with good morale but unhappy managers wieth ;o e comPany-:
OW producy
on,

2. Production-oriented morale This kind
- of morale represents a situatio

- - - - n i
identity between the individual and the organisation goals and, therefore, bot‘l.:,}tllt:gr::emere 'S comp)
employeesi work together on common production goals. The result is that both the mpl'oyear::nd
There is high morale and high production. parties happ

Building Company Morale

Morale-building is not a simple process, or a set of easy, clearcut steps. There are numero

and contradictory causes of variations in people’s attitudes. Events that evoke pleasant feellilz COplple;
employee may have just the opposite effect on the other. Thus, any morale building programg;:l;n -
not lose sight of the fact that policies which may have a positive effect on one person can have”!uSl
the opposite effect on another, and that the same policies may affect the same person in different wjaﬁ

at different times or places.
Basically the following factors are essential for maintaining a high morale in a work group:

1. The members of the group must have a common goal.

2. The members must regard the goal as worthwhile.

3. The members of the group must feel that the goal can be reached.

4. Top management must be guided by good management principles. These are as under:

(a) Opportunity for employees to play their preferred roles; (b) appointment of fair, sympathetic

ons as immediate supervisors; (c) effective two-way communication to shape the

and trustworthy pers
ce channels; and

attitude of employees towards their management and to serve as adequate grievan
(d) avoidance of meaningless and ambiguous controls. ' o
Morale building techniques can be broadly classified into (a) group techniques, and (b) mdmd_ual
ken as the guiding factor. There 152

techniques. In designing a group technique, the average man is ta : c 18
are; salary scales based on area practices, seniority

stress on conformity. Examples of group techniques as F ool
rights, retirement plans, improvement of physical facilities, etc. Individual t.echmques are Olr‘lih o
to the unique feelings of each employee. These techniques are more expensive. Examples (;m o
techniques are: job placement, job training, job rotation, persom:el counselling, etc. Both the techniq
are supplementary to each other and can be used simultaneously.

The typical method of securing morale information is to conduct morale survey. .lt makf;:_s m:":’f;:;im
morale conscious and provides workers an emotional release, 2 chance to get things ol on
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2. Maintaining consistency, faimess, forewarning, promptness and privacy in djsc; l
1p iﬂe 'n]

. iy

v 8

o

stimulus situation does not evoke the undesired response. Skinner tells the story of a
Anagey

the Hot Stove Rule so named by Douglas McGregor. He draws an analogy betwe
discipline and touching a hot stove. He says that when a person touches a hot Stoen fnalmami
waming, the burn is immediate, impersonal, consistent and commensurate with lhevlc I Biveg h;g
the touch continued. The same should be with discipline. The disciplinary proces en ‘int
immediately after the violation is noticed. It must give a clear warning that so muchs shoulg %
be imposed for a given offence. The same kind of punishment should be COnSistfctr;a"}' Woyly
for the same offence regardless of status difference, and, it should be commensmr-] o
gravity of the offence. Every supervisor newly promoted from the ranks has to getaie With g,
his subordinates overnight. He has to berate for poor work, discuss salaries, even ﬁOugh Wi
he continues to cherish his old friendships with the people ung errehPu?pk-

He cannot do this if
compromises thereby his ability to manage. Therefore, he must make the break gradually 1, .\
snaps the cord too fast, he will trigger resentment. Y. Ithe
Doing environmental engineering, i.e. rearranging the features of the environment o ¢,

at

who had a traffic problem caused by women hurrying down the corridor as soon as the

the work day was signalled. The manager solved the problem by placing wall mirrors alomd of

corridor. The stimulus situation that had evoked stampeding down the hall way msform;g.m°
nty

one which encouraged a more leisurely and orderly walk-and-stop sequence.
Emphasising praise over punishment. According to Etzioni'’ punishment or coercive po,
alienates most people. Praise and recognition or normative power generate commitment. Ma[m-:lr
rewards or wtilitarian power generates a calculative involvement.

Preferring general supervision to close supervision. The operation is closely supervised when the
supervisor frequently observes it and makes suggestions to the worker. The supervisor in such
situstions acts much like a backseat driver who calls attention to things the driver has already
observed. Such interruptions have adverse effects on the subordinate’s cooperative attitude.
Keeping close track of grievances and redressing them with objectivity and empathy.
Showing confidence in the integrity, ability and motivation of subordinates, rather than suspicion
and distrust.

Planning and scheduling the work to be done, training the subordinates, supplying them with
material and tools, etc.

Enhancing pro-socia]/organisarional citizenship behaviours (OCBs) of subordinates. These are
behaviours which are discretionary (beyond the “call of duty”) not directly or explicitly recognised
by the formal reward system. Some examples of such behaviours are: altruism (e.g., helping
ocut when a coworker is ill), conscientiousness (€.8., staying late to finish a project), civic virtue
(voluntarily representing the organisation in a community programme), sportsmanship (e-g., sharing
failure of a team project that would have been successful by following the member’s advice), and
courtesy (e.g., being understanding and empathetic even when provoked). The OCBs should be

for their own sake and not for impression management.

There are, however, two conditions necessary for the supervisor’s success:
(a) He should be perceived as fair and supportive by the subordinates. It is how they see things thd

counts, not the objective reality, and

Wi o ot
Amitai Etzioni, Modern Organisations, Prentice-Hall of India (Private) Ltd, New Delhi, 1965.
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jave sufficient influence with his own superior to be able 10 affect the latter s decisions. i
ust ha

o ;lrﬂ; cubordinates know that their boss is able to represent their ‘needs’ upward with a fair
When

of success, they are inclined to follow his lead.
rc D

u . . . . * . ]
mcan (he above suggestions have been examined more fully in leadership theories in Chapter 17.
1
Somc 0

|

_— » Summary |

of the basic functions of management is direct ‘
One

ation to guide the performance of subordinates towards the achievement of the organisation’s
mohl\; important requirements for effective direction are: harmony of objectives, unity of command,
;p::crl qupervision, efficient communication and follow-up.
I . . )
Giving orders is the commonest technique of direction, So
: acceptability, clearness and completeness and followi
1 T

ion. Direction means the use of leadership and

|
me characteristics of good orders are: feasibil- 7

ng the chain of command. There can be three ‘
ypes of orders: command, request and implied order. Eqach order can be either verbal or in writing.
5 Motivation is an extremely significant sub

iect for managers since managers get work done through
cthers. important characterisfics of motives are: individuals differ in their motives; sometimes the in-
gividual himself is unaware of his motives, mofives change; motives are varied; motives are complex
ond multiple motives make the choice of goals difficylt for an individual.

# Among important writers on motivation are Maslow, Alderfer, Herzberg, McClelland, Vroom, Adam
and Skinner. Maslow theorised that individuals

are motivated to fulfil o hierarchy of needs, with the
need for self-actualisation at the top. Alderfer condensed Maslow’s five levels info three
developed a “two-factor” approach to work-motivation in which motivati
related fo the job confent. Job context factors only placate workers. McClelland found that the three
important human needs are: need for achievement, need for affiliation and need for power. Need for
achievement is most closely associated with successful performance in the work place. According to
Vroom, people’s actions are based on their two types of expectations: Their expectation to perform
it they expend the effort and their expectation to get what they want if they perform. According to
Adam a major factor in job motivation is the individual’s evaluation of the equity or fairness of the
reward he is receiving.

According to Skinner employees’ behaviour can be changed by managing
the consequences that follow i,
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According to William G. Ouchi, the secret of motivation lies i
business organisations such as lifetime employment, collective d

plans, holistic concern and commitment, company-wide unions
he calls these characteristics “Theory Z”.

n certain characteristics of Japanese
ecision-making, non-specialised career
and harmonious relations. Collectively,

At present, no agreed upon overall theory of motivation exists.

The term ‘job satisfaction” refers to an employee's general attitude towards his job. There are three
major theories of job satisfaction namely, (a] Herzberg’s motivation-hygiene theory; (b) need Fulfil
ment theory; and (c) social reference-group theory. Two types of variables which determine the iob
satisfaction of an individual are (a) organisational variables, and (b) personal variables.
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& Morale describes the collective attitude of employees towards all aspects of thej
ferent from job satisfaction which is the picture of an individual’s attitude Theelr work, |y ;s n
relationship between morale and productivily. Low morale can never resulr'in hireh '3 N0 dirgyy :‘ d
long period. High morale may or may not result in high production. Morale build;g er produc'iOn'Jukxl
broadly classified into (a) group techniques in which the average man is taken ;9 I:EChni a0
and (b) individual techniques in which the unique feelings of each employee or-;fbekguidin fo:,:e
en ac r

. ; o )
There are a number of factors which determine an individual's loyalty (called "Commilmg Ounp o4

organisation.

firstlevel supervisor. He is a “key person”,

person” and “another worker”. These roles involve at least ten different functions

Though “giving directions” is an important feature of superior-subordinate relationsh;
of hierarchy, it is no where so prominent as at the first level. There are five facets ;F IfE a
"o . i v n . e
“person in the middle”, “behavioural speciqlist” » ¢

tall 'Wel;
role of

' morgino

Motivation It is the process which influences
the arousal, direction and maintenance of goal
directed behaviour.

Self-actualisation Need This is the need to

grow, to feel fulfilled, to realise one’s potential.

Job Safisfiers According to Herzberg, these
are motivating factors related to the nature of
work (job content). These include achievement,
recognition, work itself, responsibility and
advancement.
Job Dissatisfiers According to Herzberg,
these are dissatisfying factors related to the
organisation’s environment (iob context) in which
the work is being done. These include company
policy, supervision, working conditions, working
relationships, status, salary and security.
Job Enlargement Under this technique, the
scope of the worker’s job is increased by
combining various tasks from the horizontal slice

@ Review Questions

—
-

in an industrial organisation?

Define motivation. Describe its characteristics.
Z, Expla-m Maslow’s Need-Hierarchy theory. How does it com
3. “Motivation is the core of management.” Discuss. What can manage

of an organisational unit, thereby giving him
more operations fo perform.

Job Enrichment Under thi i

of the job is increased by';:;r:;ue, rh? dept
g various

tasks from the vertical slice of the organisationgl

unit, thereby increasing the worker’s control over

his job.

Organisational Commitment  This is an

employee’s attitude reflecting his loyalty to his

organisation.

Organisational Citizenship Behaviours

(OCB) These are behaviours which are

discretionary (beyond the “call of duty”) not

directly or explicitly recognised by the formal

reward system.

OCTAPACE Values These are eight cultural

values which constitute human resource
development climate.

pare with the Two-Factor Theory?
ment do to motivate the sta
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. eant by morale? How is it related to productivity?
What 18 mC(i roductivity move together like the cast and 1
" ayorale q'; &;wccn motivation and morale. How is mo
: [)isliﬂl'-;::;:)mp]iancc of an order be ensured?
Jlow ¢

1Rt the difference between (a) Positive
« point(

rale related to productivity?

= N

{
i
|
1¢ west sides of an clevator.” Comment. 5
i
|
l

and negative reinforcers and (b) Intrinsic and extrinsic |
|
§ n-\\'ards. . e
Explain vroom's Expectancy .
-l

|
© o does motivation of managers differ from that of the operatives? Describe some researches :
. How thm-c been done on motivation of managers in India.
“,hmh' job satisfaction? What are its correlates?

% h‘al Isbcj Skinner's Behaviour Modification theory.
g gii:bc the main characteristics of Z theory of motivation,
I : \\.Lr;tc short notes on: o
I ) Requirements of eflective direction

Ez) McClelland’s Achievement Theory

(c) Adam’s Equity Theory .

(d) Role of the first-level supervisor

(e) Hot Stove Rule

() OCTAPACE Values
. Enumerate the functions of a first-

effective?

. Match the following:

(a) Requirement of effective direction

(b) Need Hierarchy Theory

(c) Two-factor Theory

(d) Adam’s Equity Theory

(¢) Victor Vroom’s Theory

(f) Skinner’s Behaviour Modification Theory

(2) Z theory of motivation (vii) Outcome and valence
(h) First-level supervisor (viii) Behavioural specialist
(@) 0), (b) (v), (c) (vi), (d) (i), (e) (vii), (f) (iii), (g) (iv), (h) (viii)]
17. Choose the correct word
(2) A high rate of personnel turnover and a low level of job commitment would be typical

when motivational factors are represented to a extent and maintenance factors
are represented to a extent.

(b) The situation in which there is a hi
over problem exists, would typical
maintenance factors are

(¢) A stable workforce with low job commitment would result wh
—and maintenance factors are .
(d) A stable workforce with high job commitment is
and maintenance factors are .
[(2) Low; Low, (b) High; Low, (c) Low: High, (d) High; High]
8. “Multiple motivations make the choice of goals difficult for an individual.” Explain.
Describe systems view of motivation.

I

2>

._.
“n

level supervisor. How can this supervision be made more

._.
o~

(1) Unity of command
(i) Job inputs and rewards
(iii) Reinforcement of Behaviour
(iv) Ringi system
(v) High order needs
(vi) Critical incident methodology

.
.

gh amount of interest in the job, but a persistent turn-

ly result when motivational factors are and

en motivational factors are

typical when motivational factors are
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Fr rW

1. The purpose of this eXercise
following arc the steps to 1mp
Sep 1 The tcacher introduces tl

tive of motiv neans th
5 .
must be consi he employee's motiv

consists of three vari al characteristics,

acteristics.
Step 2 The rcacher then distributes among student

individually within 30 minutcs:

is to reflect on the factors that motivate individualg tq W |
Ork_ Th

lement this exereise.
1¢ eXCreise through
at the entire set or 8Y

a short description of the system

stem, of forces operating on lhcs Perspe,

ation can be adequately understood T;mp"’m

job characteristics and work siantii,:Ys:am
chyy.

ation which 1

dered before t
ables: individu

s the following form to be filled up py
n

Variables affecting the motivational process in organisational seltings

‘Individual characteristics

Job characteristics Word siluation ch

[ aracteristi

(e.g., autonomy ‘ . SUDervisiOnG;nsncs
. | | I
!

————— i
|

)

2 =

(e.g., interests and needs)
1.

2. 2,
_— 3. “lamE g 3.

4. 4, T
dividuals have completed writing, the teache

: , r asks them to i
flr;)sups oft: 4 hto 5 persons to share their lists and then prepare group reports for f:a::: ?;(:hsm;llrl:
ses of characteristics. The group reports may be presented e
Step4 The teacher may finall pesseile (b heNaR! sap by Shat
. y prepare a summary by categorizi i s e

according to Herzberg’s or Maslow’s theories o mot}i,vatioionzmg various characteristics, either

- |
T A TES

Step 3 After the in

1. Motivation Concepts

As part of the ¢
ompany man

functi0n0| ar Y OQEmenf deveIOpmem
e rogram .
of such knowcl]:dgcsfde"hded several class sessions tg agsfudym? N tg rouprofimanagary from S

. e to the manager’ o le of motivation theo

the organisation. One of the bgors responsibility for directing and’ controlli iy Spe e relfevcnce
sor in the production depa Ipqrhqpqms in the programme is Ashok J n "°h ing the operalo” ]
1 ' rm al 3
:Ds)servohon. Motivation theo en:n f‘:’ about a year. During the discussignW g fjas beefn a supeny
iol:’Pply t.hese concepls in my”.’ob?es sense in general, but there is reall sasslon). din . ade te
security and wage scales ]th situation, After all, our shop empl eally no opportunity for me
at are negotiated which orepnot En(::)llees G iiotetl G havef |
er my control.’ The study ©
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Diractlon and Supervision -

as given me some ideas about how to get my children fo do their chores and

ce 15 h . ' '
jion cor:k byt it has not given me anything | can use on the job. Furthermore, in a working
GellLY]

mew '+ ol dealing with adults, and it seems to me this reward and punishment thing smacks

ho
"
n  wed

i ! H "
sm.ono"m' nanipulation that just won't go over with peoplo.
0

’ on questions

scuss! ¢pect is Jain correct in his comment about not having any opportunity to apply
I \ghot_ r:afconCeP's in his job situation?

motivatio o5 of motivalors for effective performance may Jain be overlooking?
2. Whﬂ: Z: you think about his concern that the application of motivational concepts leads to
3 \ﬂf:;h; anipulation of people?

) 50 pervi5°"'5 Functions

ee months, tension has been building between two employees, Baldev and Ranga, who
Lappen 1o be under the direc.:tion of !he same supervisor. Apparently, Baldev is quite resentful of
Rasgﬂlﬁ promotion into @ posmor! which the latter feels he deserves. On two occasions there were
confrontations between the two in front of other employees. After the second confrontation, the
penvisor informs both of them that unless they resolve the problems between them, there will be
rious consequences. Two weeks later, Ranga comes to the supervisor demanding that he does
comething about the situation. During the course of the conversation, Ranga begins to blame the
gupenvisor for his lack of leadership in intervening in the conflict. Ranga feels that it is the supervi-
«f's responsibility to assist employees in difficult situations; he demands some action immediately,
o he will go to 'higher levels’. How would you react as a supervisor?

for th

3, Search for Motivators

Mr Alok Banerjee is the chief executive of a medium-sized pharmaceutical firm in Calcutta. He
holds a PhD in pharmacy. However, he has not been involved in research and development of
new products for two decades. Though turnover is not a problem for the company, Mr Banerjee
ond his senior colleagues noticed that the workers on hourly basis are not working up to their
full potential. It is a wellknown fact that they filled their days with unnecessary and unproductive
octivities and worked only for sake of a pay cheque. In the recent past, the situation has
become quite alarming as the organisation began to crumble under the weight of uneconomical
effort. The situation demanded immediate managerial attention and prompt remedial measures.
Mr Banerjee knew very well that the only way to progress and prosper is to molivate workers to
peak performance through various incentive plans.

One fine morning, Mr Banerjee contacted the Personnel Manager and enquired: “What is the
problem with the workers on hourly basis? The wage bill shows that we pay them the highest in
the industry. Our working conditions are fine. Our fringe benefits are excellent. Still these workers
ore not motivated. What do they require really?” The Personnel Manager gave Ih? following reply:

"I have already informed you a number of times, that money, working c?ndmons and benefits
ore not enough. Other things are equally important. One of the workers in that group recently
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. ——-7ﬁmm of Management
' gave me a clue as to why more and more workers are joining the ’bucr;d;/c.lgon of non-Performer;'_
He felt bad that hard work and efficiency go unnoticed o.nd unrewarded in our organisation, @,
promotions and benefits plans are fied to Iengl.h of service. i.Even Ih}t‘a |ozykworke|':'s, I°C°°fdingly'
enjoy all the benefits in the organisation, which, in fact, occordu‘\%\to the w::r rrs,ks. ou dhgo only tg
those who work hard. “Mr. Banerjee then wanted the Personne ogogTr g ook into the problep
more closely and find out a solution to the problems of \-Norlfers %n %ur Y o;ns,
Explain the motivational problem in this case by relating it to Herzberg’s theory.
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Communication

B2 LEARNING OBJECTIVES

This chapter will enable the reader to-
o Describe the importance and purposes of communication
o Discuss the flows and forms of formal communication

» Identify the informal communication called grapevine
Describe the communication process

Explain the barriers to communication
Examine the principles of effective communication

Explain the meaning and characteristics of communication network
Describe the checks on in-plant communication

Relate the communication in Indian industries

iters. According to Newman and Summer,'
' , ideas, opinions or emotions by two or more persons. Allen Louis? defines
tas the sum of all the things one person does when he wants to create understanding in the minds of

another. Simply stated, communication means the process of passing information and understanding
from one Person 1o another. A proper understanding of information is one Very important aspect of
ommunication. If the information is not understood by the receiver in the Same meaning in which

tand it, the purpose of communication is defeated. This may result in

— e e
' WH. Newman and C.E.

) Summer, The Process of Management (New Delhi: Prentice-Hall, 1965), p. 179.
L

A Allen, Management and Organisation (N.Y.: McGraw-Hill, 1958), p. 144,
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-~ , 3 [ H - N la ' ] .
C( nhmm‘n. L!mns and organisational inefliciency, leading to non-fulfilment of b
comr D IS sre miegi Ty b .
' 1‘ nu:m'nnnn is not merely transmission of information from one person t [ICSS go
interpretation and understanding of the inf i i : O anoth . Msh
. » of the information. : °r bu i
n. It is not to get something off the talsg o A

. h lllClllIllL, 1"'” l’"' "’!"‘I nnd i l) .
SO 1 4

IMPORTANCE OF COMMUNICATION

The cln:csiCIs:ls ignored the importance of communication, for they believed tl i

a technical and formal structure. However, after the thirties, as a result (c)(f' :]lﬂt e unit w

!l was rcnlismﬁl for the first time that every organisation structurr:t is a sgc.l:nwthomc CXperime !

mlcmct.mn‘s of people working at different levels and proper commun;c"nion‘:m o involvingr:h‘

for achieving the goals of the organisation. It is the basis to an urganis'l‘lion’fmqng s flecessa

of the organisation on through its continuing life. When cmnmunicaliéﬁ sto | e fom the birth

to an end. Barmard® has called communication the foundation of coopcrz;tivzsé?;ﬁ;n;‘;ﬁ;“on comes
ity.

PURPOSES/OF COMMUNICATION:

Some important purposes which communication serves are as under:
|. Communication is needed in the recruitment process to persuade potential employees of the merj
of working for the enterprise. The recruits are told about the company’s organisation stmT:uris

its policies and practices.
Communication is needed in the area of orientation to make people acquainted with pee
rs!

superiors and with company’s rules and regulations.

3. Communication is. nf:cd’ed to c'nablc‘ cmployecs to perform their functions effectively. Employees
need to know their job’s relationship and importance to the overall operation. This knowledge
makes it easy for them to identify with the organisational mission. If a nurse in a hospital knows
why she is to follow certain procedures with a patient and how this relates to the total therapy
programme for him, it is much easier for her to develop an ideological commitment to the hospital

4. Communication is needed to acquaint the subordinates with the evaluation of their contribution
to enterprise activity. It is a matter of some motivational importance for the subordinates to know
from their superior how they stand and what the future may hold for them. This appraisal, if
intelligently carried out, boosts the subordinates’ morale and helps them in building their career.

5. Communication is nceded to teach employees about personal safety on the job. This is essential to
reduce accidents, to lower compensation and legal costs and to decrease recruitment and training

cost for replacements.

t9

6. Communication is of vital importance in projecting the image of an enterprise in the society.
| environment is affected by

The amount of support which an enterprise receives from its socia ed |
ed about its goals, activities

the information which elite groups and the wider public have dcquir:
and accomplishments. During the 1982 blowout at Bombay High, ONGC took care {0 keep the
country informed about the steps that were being taken to combat the crisis. Contrast this with

Union Carbide which did nothing to refurbish its image after the Bhopal Gas leak.

1938

) Chester I. Barnard, The Functions of the Executive, Cambridge, Mass Harvard University Press,
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N summary,

.

Communication is an effective way 19 byj

—_—
1.G. March and H.A., Simon,
Le

nication helps the manager in his decision process. There is a spate of varied information
u 4
Comm

ed in an enterprise. The manager myst make a choice of useful and essential information
1 : . . '
m-d ‘;Cc.hould reach him. The important question before him is *what do I need to know?’ It should
which §

yembered that no two successive managers of the same plant will give the same answer to
be rem=

ymunication helps in achieving coordination, In g large organisation, working on the basis of
g‘urilsion of labour and specialisation, there jg
iv

ced for coordination among its component paﬂ§-
This can be achieved on]ly_tl}rough' communication, A good communication system is the basis
{ all interdependent activities which we find being carried out in different departments of an
t:ré-misaﬁon' By providing information 1o ¢
( o

ach unit about the relevant activities of others, a good
gystem of communication makes the Interdependence of cach unit acceptable to it. In the absence

of communication, no unit would tolerate thjs interdependence. This will make coordination
difficult. In the words of March and Simon, “The

greater the efficiency of communication within
the organisation, the greater the tolerance of a unit for interdependence.™ '
Id support for change. It alters employees’ perception of
the forces which surround them, This develops mutual understanding, cooperation and goodwill
between them and the management,

nagement
ss of a manager in the performance of his duties

ry essential for the efficiency of a

“if there is any shortcut to executive
face to face communication.”
it can be said that the purposes of communication

To provide the information and understanding necessary
and

are:

Organisations (N.Y.: John Wiley & Sons, 1958), p. 162.

¢ O Thayer, Administrative Communication (Homewood, I11: Richard D. Irwin, 1961), p-3.
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Downward Communications

‘ ! Communications which flow from superiors to the subordmatcs arc.lcnmm s downward L
J These communications arc the medium through which the superior: i Wip,

directs the efforts of his subordinates;

l.
2. communicates the rationale for the job;

3. defines the relation of the job with the goals of the organisation and of other $Ub-groune.

4 tells the subordinates what is expected of them, what resources are available, hoy, wc’fl’! t}~

| doing, ctc.; and o
5. administers reward and punishment.

Besides the now universal application of communication technology such as e-mail, there .
several media of downward communication such as written orders, poster and bulletin board:., C',Ccl be
periodicals and handbooks, information racks, loudspeakers, grapevine, annual reports, group "bt:t}., 7

"B

and the labour union.

In Japan, the media extensively used for downward communication are KANBAN 2ang Morn;
Meetings. Kanban means display of information through signboards, charts, graphs, etc. Mr;-n;ng
meetings of workers are held before the start of the day’s work and during tea-breaks generally 'f;z
to 10 minutes. In these meetings the supervisor first addresses the group. He then discusses the dd ‘S
task, its distribution and the resources required for its completion. After the supervisor’s a-ddm,“
senior workman addresses the group telling about the quality related problems of the previgys d‘a~"a
output and measures for avoiding the same. During these meetings workers are also allowed ¢, g:j.:
suggestions, raise gricvances and do mutual leave planning with the help of the supervisor. ’

Upward Communications

Communications which flow from the subordinates to superiors are called upward communications,
These communications generally act as a feedback. They enable the management to know how fzr
downward communications have been understood and carried out. They also help the management 1,
know the grievances or suggestions of the subordinates and the way in which the management is seep
by the subordinates.

There can be several media of upward communication, such as face-to-face contacts, group meetings,
grievance procedure, use of gripe boxes, opinion surveys, letter to the editor of the company’s periodical,
called “house organ”, an open-door policy, exit interviews, e-mail, and so on. Many companies, now-
a-days, create their web sites, called “blogs”, which, besides attracting job-seekers, act as a platform
for exchanging ideas with employees.

Horizontal Communications

These are also known as lateral, interactive or cross-wise communications. They generally refer to
communications among peers, who are working on the same level of the organisation. The production
forcrr_lan and the maintenance foreman communicate directly without going through their managers.
In this way, lateral communication avoids the much slower procedure of directing communications
through a common superior.,
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' Tconmming to achive overall goals ¥ meet monthly to discuss how each department
is '

. problem solving The members of 5 de
> hreatened budge.t cut; they may employ braj
{afor mation sh‘armg The members of on
" jepartment to give them some new data,
conflict resolution  The members of twq departments ma
them.

Companies NOW use video conferencing to |

old meeti : . )
. Intranets are also used for interactive col!aborlantigsnwlth participants at various geographical

4

y meet to discuss any conflict between

Jocation

E,;terﬂal Communications

s proactive, consistent and ongoing communicat; 1 |

rential customers, government departments |
terial suppliel_-s: etc..These communication
polifi es and decisions in company’s fayour,

<
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rORMS OF COMMUNICATION

eaking, there ca
Broadly sp g n be three formg of Communication: oral, written and non-verbal

oral Communication

either face to face or through a telephone
Ws, conferences, etc., the communication

Written Communication

Written communication, which is alwa

circular, note, manual, handbook, lette
Some of th

ys in black and white can take the form of a report, statement,
I, memo, standard condensed language or com i

. . er, | pany lingo, etc.
€ ments of written communication are as follows: (a) It is suitable for lengthy communications
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(b) If the parties are far from each other, even beyond telephonic range, written

only way out. (c) It can be kept as a permanent record and at times be referred to com',"“nicati ;
arc fewer chances of missing out a point. (¢) Written communication serves as - eY'dcnce- (d) e
. action against a subordinate who disobeys it. a solid bagg mt"
r Some of the disadvantages of written communication are as follows: (a) There is

the communication being misunderstood. (b) It is very time consuming. (c) There ia > calerc Ce
! to face discussion. (d) It is difficult to maintain secrecy about the matter communi:ano O faz:
from a lack of flexibility. (f) Poorly written messages followed by numerous clarifi ?‘:d' (&) It SUffey,
and oral, may lead to a lot of confusion. cations both Wittey

ing

Non-verbal Communication

All of us constantly send clues about our feelings—not by what we say, but by what we do (bo

and lack of action). Since we communicate by action and lack of action, we communicate a[[thac[.j
at work, whether we intend to or not. Being at one’s desk has a meaning, but being away a[thc ti
meaning. This is called non-verbal communication. Three important forms of non-verbal commuSo. has a
are body language (example facial expression, posture, gestures, etc.), time (example being late o'r"tatlon
and space (example, how close one gets during a conversation or seating arrangements in a comz.rl Y,
meeting). Sometimes, the tone of voice (genuine or fake), laughing and yawning and environm,;nn;:e
context, called paralanguage may also become the part of nonverbal communication. !

INFORMAL COMMUNICATION

In Chapter 10, we have read in detail about an informal organisation. One of the functions of informa]
organisation is communication. Known as the “grapevine”, this structureless network of informal '
communication flourishes in all organisations because communication is a natural human tendency.
People who know each other in the organisation talk together informally. One thing they have in common
is the organisation they work for, so they talk about the happenings in the organisation.

The grapevine carries two types of information: work-related and people-related. Employees want to
know what is going on in the organisation. When they are not kept informed through formal channels,
they seek information from the grapevine. Likewise, they are curious about the people they work with.
The grapevine carries the type of personal information not generally communicated through formal
channels. For example, a manager cannot announce his bad mood officially to his subordinates:. The
best way to do this would be to put this information on the grapevine so that it reaches the subordinates

informally.

Some Characteristics of a Grapevine

1. Grapevine information is mostly oral. But it can be w
working in two branches of a company exchanging in
it is informal.

2. Although the general impressio
B, B tells C, C tells D, and so on, but research shows that it foll

ritten also, as in the case of two employees
formation through teleprinter. In any case

which A tells

i i tes like a long chain in
n is that the grapevine opera g N s

ows a cluster chain,
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persons and out of these 3 or 4 persons, 1 or 2
2 04 persons each. In other words, only a few in the
Aority does not repeat it. Persons who keep the grapevine

that A instead of telling one person, tells 3 or 4
tﬁons again pass on the mff)nnation to3or4
apevine spread tlhc' lnfo.rm;'mon_ The m

qetive are called liaison individuals,

Rescarch on grapevine accuracy shows that out
fourths are accurate, Qul the inaccurate bits, th
offect. In fact, these inaccurate bits alone sh
umour is used for the whole grapevine.

. oy . !
4. Agrpevine is TZI'C . l'»"'OdU_Ct of the amblg_uous Situation than it is of the person. In such situations |
itinvariably includes items linked to group interests, For example, one can find grapevine humming i
with activity during periods of excitement anq insecuri |

5. A grapevine has remarkable speed, Its fa

of the total communication bits, well over three-
ough small in proportion are more devastating in
uld be called rumours but many times the word
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in the organisation.

control of Rumour

is need that people
after reflection and

Whether f i i i \

dens Orma! or mformz.al, the basic communication process is still the same. Jt involves sj :

- n, enc_odmg, transmission, receiving, decoding and acting, R sleps:
ommur{lcatnon starts in the mind of th

OMmunicate tg the receiver. The sende

Anguage skills are important at this poin
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|
to get their ideas across, while others have a great deal of difMeulty in expressing ()
: e
"“cl\fcs

developed, the message v transmitted (transmission), It may be spoken or written, O ¢ " On
communticated nonsverbally by a smile, o nod or a shrug of the shoulder. Onee "nusnu‘“. . l)r, "t ay ::

is received and the receiver attaches meaning to it (decoding). There are problems in ||l|-:l.l"”"-‘ Megy,
' to the message. Wonds often mean diflerent things to dilferent people, and the same \: Ing me &
many difterent meanings, Further, we interpret (or decode) a message on the basis of nt-"d e
making certain assumption abouat its meaning. The final step in the communication D:(‘& “L
The receiver acts or responds in some way. This is feedback. Without leedback, the se "
certain if the message was received and the proper meaning attached to it. With feedback

in meaning can be corrected by another communication,
Because the above communication situation, involving just two persons, includes not on)

of information to the receiver but also the flow of feedback to the sender it forms a closed c):rg:]c flow
it ang

is called the circuit communication model.

BARRIERS TO COMMUNICATION

There is no such thing as perfect communication, There are continuous forces at work—called bary:
which tend to distort communication and promote disorganisation. We may summarise these bammtrs
ery

R
y. huye
“P(‘l’lcncc
5518 actjq,

Ly di“Onion

as under:

1. Badly expressed message  People may talk too fast. They may lack coherence. They may orgapi,
their ideas poorly or may omit certain essential details. They may structure their sentences awkwarg)
or may make errors in translation. All of these may distort a message. A story is often told about lhi
confusion created when the sentence “Jerusalem—there is no city like it”, which appeared in the Hebrew
version of the city’s sight-secing booklet, was translated in its English version thus: “Jerusalem—there js
no such city.” Colgate encountered much difliculty in marketing its toothpaste among Spanish-speaking
people because the word Colgate in Spanish meant “Go hang yourself™. Whirlpool’s research showed

that customers wanted clean refrigerators, which could be interpreted to mean that they wanted easy-
to-clean refrigerators. After asking more questions Whirlpool found out that what consumers actually

wanted was refrigerators that looked clean with minimum fuss. As a result, Whirlpool designed new

models that hide fingerprints.
2. Overawe In upward communication, a manager is not someone who a worker casually runs into
and strikes up a conversation with. The worker is likely to be overawed by manager’s knowledge,
ability, office size, furniture quality, and so on. This prevents him very often from taking benefit of the
manager’s open-door policy. He does not feel psychologically free to enter into the manager’s room.
3. Faulty organisation In a large-scale enterprise where the chain of command is too long o the
span of control too big, communication will be poor. This is because successive transmissions of_lhc
same message are decreasingly accurate. According to Koontz and O’Donnel, in oral communication,
something in the order of 30 per cent of the information is lost in each transmission.
4..Distrust of communicator Some executives are noted for their habits of counterm
fying their original communications. Such executives invariably lose the trust and con
subordinates. Subordinates do not take their communications seriously.

5. Restricting communication In downward communication, a superior may withhold a
information from his subordinates under the belicf that they do not need it. Similarly, in upw

anding or mod1
fidence of ther
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rdinate may omit unfavourable parts of the information which he thinks will not

ubo . .
‘he;, criors. This is called filtering. Most people do not want to be the bearer of bad news

mistakes 10 their boss.

qreve ention Studies® show that employees retain only 50 per cent of communicated information.
re

joati0™ .
‘nﬂ{:k by h‘ls
thelr

¢ backgrounds ‘One reason for distortion of meaning is that different individuals often

he Same communication .dlffercntly; each individual uses his own frame of reference. This
e t ference 1S based on particular experience and knowledge. Thus, when people with different
jame and experiences try 0 communicate, they often have trouble getting their meanings across
ccdgzch of them communicates this interpretation of reality instead of reality itself.

g Podr
5 Digere”
. D

mo\\‘l
lffﬁus

= %

New employees at Toyota learn to communicate with as few words as possible by using figures and
ics. Their A, report is a classical example. This is a 11" x 17" paper on one side of which all ex-
scutives who may be affected by a problem successively in a Plan-Do-Check-Acts (PDCA) order state
he problem, document the current situation, determine, the root cause, propose alternative solutions,
recommenda solution and do cost-benefitanalysis.
s

3. In-group language Often, occupational or social groups develop their own terminology or in-group
language. This special language, though provides a means for precise and quick communication within
the group, creates severe communication breakdown when outsiders or other groups are involved. More
cfficient is the visual approach—"a picture is worth a thousand words”.

9. Inattention Another common barrier is that many receivers simply do not pay attention to the
message. One reason people do not pay attention is selective listening. Selective listening results from
a common tendency to block out information that conflicts with what we believe. When we listen to a
speech or read a newspaper, we generally pay attention only to those things that confirm our beliefs.
Sometimes people do not pay attention to communication because they are victims of communication
overload or because the information is unsolicited. The source of communication, and the way in which
itis presented also determine for its recipient how much attention he gives it. Major barriers to hori-
zontal communication are inter-departmental rivalries, incorrect grouping of activities, inter-personal
conflicts and indifference toward organisational goals.

10. Physical barriers These are environmental factors which prevent or reduce the sending or receiv-
ing of communication. They include physical distance, distracting noises, and similar interferences.

1. Poor understanding In downward communication a superior may not have full understanding of
the information to be able to interpret it to the workers. Just as a photograph can be no clearer than the
negative from which it is printed, the superior cannot transmit more clearly than he understands. The
superior must also know how far a communication should be sent beyond his immediate command.

‘R. Bellows, T.Q. Gilson and G.S. Odiome, Executive Skills (Englewood, N.J.: Prentice-Hall, 1962), pp. 60-61.

he¢eps:/hemanthrajhemu.github.io Y



4

' m- I—‘rlul;whn n’f Monogomont

PRINCIPLES OF EFFECTIVE COMMUNICATION

I'he success of manager depends on how well he communicales. l-hcrcforc. Communicatiop ;,
The management, in order to have effective communication, shoulq k e

ymunication in mind:

vital management tool.
following principles ol con

ty

| The manager who wants o communicate must be clear in his mind about the objectjy
. L ) e Urb.
l:]

communication. He <hould know what he wants to communicate. As W.H. Whyte’ has

' . ' . . LN . A
“the great cnemy of communication is the illusion of it.” Many executives mistake lh:]r”am‘i
-~ 0

communication for its matter and pay too much attention to media and devices anq (g, i o
d

purpose and context,
hould be in casily understandable language. For this it is necessary

_ The communication s !
and understand the audience. For example, if the manager is writing a letter to the Boarg
of

Directors on the subject of a new wage incentive plan, he would have to word it differem[y f
submits to the people in the shop. The reason for this is that the educatiom‘!

ra

the one which he
background and understanding of the two groups differ.
3. Communication should be adequate and complete in all respects. If all the necessary i“fomwtion

has not been supplied, people make assumptions about the missing information. This can resul

in concluding an incorrect meaning.
The medium of communication must be carefully selected. The medium to be selected depepg,

on the subject matter, urgency of communication, situation, etc.

5. Messages should not be mutually conflicting and should be in line with the overall objectives apg
policies of the concern. This will avoid chaos and confusion in the organisation.

There is also a need for the right climate in the organisation. There should be a good superior.
subordinate relationship characterised by openness and trust so that everybody may feel free t
communicate and to make suggestions on his own. The manager may establish direct contacts
with various groups of employees. Such contacts though inevitably brief increase workers’ morale,
provide first-hand knowledge to the manager and promote “management by the floor” philosophy.
There should be follow-up of communication to know whether or not the receiver has understood
the message correctly and to know his reaction feedback is necessary to ensure understanding

This does not occur automatically; it must be encouraged.

A vice-president in large corporation was having trouble with his division managers who occasionally
responded inappropriately to his memos. An external consultant was invited to find a solution of this
problem. The consultant designed a work session to be held from 9 a.m. to lunchon a regular work-day
in the staff meeting room. Before the meeting, several memos from the vice-president to the division
managers were selected and prepared on a glass slide which could then be shown on a screen viaa
projector, With the vice-president and the consultant present, all division managers after reading each

memo on the screen, were asked 3 questions:
* Whatdo youthink the message says? :
’ -

"W.H. Whyte, Th i
yie, The Organisation Man (N.Y.: Simon and Schuster Inc., 1956).
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10.

Following are some commandments for good liste

L.

[

14 his response to the total group, Considerah
| e
! M\\'anted'

President and his subordinates.
L—

- Concentrate on liste

- Minimise distractio
- Be patient. Allow

——

tywould you give to th

T

-Take care of the matterimmediately,

High: a' Take care of the matter relatively soon
Med“;_r:.;e care of the matter when | can get 1o it.
:—;‘:‘ action would you take?

aer every one responded to the 3 questiong by writing his answers, each manager was asked to

: le differenceg Occurred among the managers. Later,
vice-president explained what he meant the Memos to say, what priority he desired and what action

saresultofthe above strategy following changes occyrreg:
A number of misunderstandings were co

ivisi rrected and learning took place both on the part of the
vice-president and the division Managers,
Anorm concemning inter-per.

/ guous. But now there was greater
one, between the vice.

ne than to try to fight it.
There should be provision for adequate training facilities to the exec
skills in report-writing, effective speaking, lecturing, interviewing and
Communication, espec
ture. Nature has given
€n more than he talks,

utives for improving their
listening. Good listening is
ially when they are talking

man two ears but only one
tongue. This is a gentle hint that he should list

ning:
Be interested in listening. Chesterton once re
subject. There are only uninterested persons.” §
€¥e contact and taking notes,

Rise above your personal hostility. Also give up your usual role of authority.

ning. Listening is a conscious, positive act requiring concentration of mind.
assive exposure of ears to sound.

ns. Do not doodle, tap, or shuffle papers. |
plenty of time. Do not interrupt. Don’t start for the door or walk away. Do ot

Itis not a simple, p

get angry.

Ask reflective questions. These questions help to brirlxg out the re:;l pro;::emm because many timeg
the problem which the communicator speaks about is not the real problem.

Cpe see his poi
Empathise with the communicator. Try to put yourself in his place so that you can FE
of view,
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“ principles of Managoemon!

NETWORKS

regular and continuous communicatio re|
relatj
Onsh.
!

A communication channel is a relatively fixed,

between two 0f more individuals.
When just two persons are involved in communication we call it the circuit communicati
on mod
¢l.

when there are several groups of senders and receivers of information in an organisation int
Sl : ¢
Jore communication channels, they are viewed as a communication network [:Fonncc
- Flgure |
6|

al communication network of an organisation.

by two or I
on networks possess S0me basic characteristics which differentiate them f;

I

om eggp

portrays a parti
All comnmnicnti

other. Thesc arc as follows:
Network The size of a network is measured in terms of the number of decisi
&

Junication networks are very big, others are small. In general, th
the problems of communication. However, large networks W’ithe larger
links have been found to be more effective where problems a Sever
16.1 has five decision centres. Sales department has the largest :ieu,:g:

1. Size of
it interconnects. Some comn

the network, the greater arc
interconnecting communication
complex and ambiguous. Figurc
(3) of outgoing channels.

2. Extent of Maodification Taking Place in the Message In Fig. 16.1 communication network t,
¢

same original message flows through all the stages without modification but in some others a ch

in the message occurs as it passes through different links. The first pattern has the a dvan; ange
uniformity. Every on¢ in the network is exposed to identical information. Nonetheless, the unif; l .of
of this pattern may be advantageous only for simple problems. For complex matters ’a messagzn;::

need to be modified at different stages according to the needs of the people.
3. lfccdback or Closure Communication networks also differ from each other in the way in which
their communication cycles close. In some networks the cycle closes as the receiver of the mess )
acknowledges its receipt and accepts it But in some others the cycle does not close because the meif:ie
does not accept the message but attempts to alter it. In Fig. 16.1 there would be five (one for eacI:
i:ommu_mcation channel) feedback loops if we assume that the cycle closes as the receiver acknowled
its receipt and accepts it. *
ation Pattern Within the group or decision centre communication networks also differ
from each o.ther in the extent to which they are centralized or decentralized within each decision centre
'Four major types of small-group communication networks are shown in Fig. 16.2. These are tht;
F:rcle, Frc?e (Decentralised) Circle. Wheel and Chain networks. Each black circle represents an individual
in a working group, and the solid line connects the individual with the other members of the group he

or she normally interacts with in performing a task.
In the circle . . g
the circle network, for example in a meeting, an individual normally converses with the person
11 members

zgnlll:rscg};rlc::lf,ﬁ' buldnot with any other member of the group. In the free circle group a
l'CfCchd to as an au)[loin l'cql{a”y'w“}-] a]l 0[!'161' mcmbers Of the gl’OUp. The Wheel ﬂCtWOI'k, POPUIM]Y
of this network is lhartal:}:: situation, is a typical organisational set-up. The distinguishing charactcristic
with the hub of the whe 1c imhenllbcrs do not normally communicate with one another. They inter!
organisational chain of el, the leader of the group. The chain network has all the appearances of an

of command. A reports to B, who reports to C, and so on. In actual practice, this

4, Communic
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ar within an assembly line working group or a group whose members are all at the &

gd“""k m:i{ationﬂl level or rank. The two end positions might be occupied by people who tend to b
gt orsamd and prefer normally to communicate with only one person, In the middle positions, the |
: ns may be determined primarily by friendship. i

-

intr0 ,
t" l in‘cmcuo

(Instructions for,

orders to replenish
stock)

standards)

Fic. 16.1 A partial communication network

Circle Free or Decentralised circle

Wheel or Star
rr!'n or X or .

FiG. 16.2 Small-group communication networks
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networks carried out by Bavelas ang
Han )

| studies of simple communication
ditions have shown that cach network causes different levels of morale
* Speed gn

n Table 16.1.

Early classica
in laboratory con
accuracy, as shown i
nce of the Circle, Chain and Wheel Communication Networks

1 Fast B .

Tante 16.1 Performa

{1. speed of performance (simple.proble_ms) Slow

2 Accuracy (simple problems) e~ ng_r? S5 ,G"Eq . 354 1
[3_ﬂe:ubmty_tochange T ~ Veryfast o Slow T“Sm - o
s, EmergencecffeadershP_____ " g G Ve |
E-')_;Morale oy ig s WY v S Verygood 1l - Poor . VG'YDOWH ]

m Table 16.1 that the wheel and chain networks give the best job performg
but they also have the lowest morale and show less flexibility to changes. In a circle or free netw e
since every one in the group is free {0 utilize whatever channels of communication he desires, mos‘:rk.
the group’s time is spent in discussion and useless debates and very little work is accomplished BOf
the morale in such groups is high because each person’s device is appreciated and carefully cvalu.au'-:l
The results also indicate that the problem-solving objectives of ‘speed’ as well as ‘flexibility’ canna:bt'
achieved by the same pattern. Rather speed can be achieved at the expenses of flexibility and vice versy

On the other hand, experiments by M.E. Shaw,’ using more complex problems have shown that
d makes fewer mistakes than the wheel. The reason for this seems to lie in the
fact that when the task is complex, individuals may refuse to accept the dictates of the central person
without sufficient information. This forces the central person to handle more and more messages. In
consequence, the speed of performance is slowed down. This is not so in a circle network.

Since none of these small group patterns can represent the full complexity of formal communication

networks in organisations, the findings need to be interpreted with some caution.

It will be seen fro

the circle 1s faster an

MMUNICATION

s time and attention. Much of this time and

or portion of the manager’
tices in vogue are either ineffective or arc less useful

mmunication programmes and examine
ts generally used for this purpost
d (c) communication audits.

Communication occupies 2 maj
effort may be wasted if the communication prac
than assumed. For this reason, the manager should check his co
each of the three phases: transmission, media and reception. The tes
are: (a) morale studies, (b) evaluation of reading case and interest, an

Morale Studies
nsion or sub-scale.

Questionnaire surveys of employee opinions usually include 2 communication dime
They may ask for detailed reactions to particular practices and media. Respondents’ answers 8

March 1951, pP- 366-371
cation pets”
pmblcﬂ

8
A. Bavelas and D. Barrett, “An experimental approach to organisational communication”, Personnel,

9 L N
].\I:E- S:mw' Some effects of unequal distribution of information upon group performance in various commun!
so;‘::_'ﬂ of i;fb.norrmfl and Social Psychology, Oct. 1954, pp- 547-553 and “Some effects of problem complexity upo”

ion efficiency in different communication nets”, Journal of Experimental Psychology. Sept- 1954, pp- 212-217:
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ide valuable evidence on how they view upward and horizontal communication and
s prmq Jesirable supplements to current practice.
\1‘“ i & e
) glhﬂ ; .
b o of peading Ease and Interest
0

| E\'a‘ua ecks 10 classify written fﬂalcrifils, such as employee handbooks, house organs, union
Slc. in terms of the ease with Wh‘_Ch they may be read and the interest which they evoke.
‘ iques used to measure 'rcadlng ease are the Robert Gunning technique (known as the
0 thc.lp:n 4 the Rudolph Flesch technique. Under this second technique, reading ease is correlated

fat h;ic;cnc‘h of words and sentences.
l ~

unicaﬁo" Audits

@ udits generally Se?k_ to measure ll.le information known to various groups of managers and
et * ond compare this information with what has been made available to them. One more purpose
cml};}": . gudits M3y be to make a content analysis of employee publications and to discover who reads
of 11 _

them &0

4 what features attract greatest interest and approval.

NICATION:IN INDIAN INDUSTRIES

most all enterprises in the public sector and in a great many in the private sector, only a
ce has been given to communication.

is of these enterprises do not handle downward communications with employees
1. Some of the existing problems are as follows:

iy India, in 2!
geondary pla
Managemen
panicularly we
| Management dictates to employees too much and listens too little.
1. Too little of what is communicated is understood by the employees.
3. Too little of what is communicated is of concem to the employees.
4 Too much propaganda is communicated.
5. There is too little candour.
6. Communication bears too little relation to the possibility of change.

Upward communication which has to flow against the stream of authority is even poorer. Ina
study’® of a giant-sized departmentally-managed public sector organisation, it has been found that very
few upward communications are made on such vital matters as poor work performance, unfavourable
reactions by others, unfavourable opinions and attitudes of workers, and breach of procedure in doing a
job. The percentage of subordinates claiming to communicate this information upward is very nominal
(less than 10 per cent). It is only in respect of favourable work performance and problems relating to
work that more than 75 per cent of the subordinates usually communicate to their superiors. Nine per
cent of the messages transmitted by subordinates get lost in transit. Here also the loss is particularly
of those messages which are in respect of unfavourable reactions, attitudes and criticisms. Upward
wmmunication of unfavourable reports is usually delayed. Distortion and manipulation of information
tkes place primarily in upward communication of reports about practices not followed properly.

T —
%;l;gam Prasad, “An assessment of upward communication in a public sector organisation,”

* Lok Udyog, Vol. x, No. 4 July
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18 Communication Across Cultures

1 | When employees speak variety of languages and come from an array of cultural back
perception, i.c. how the expatriate perceives other individuals or how he gets to know Brounds, -
| very important. The expatriate must know that stereotyping (i.c., the tendency to p CTCeiveO;hm be mil

as belonging to a single class or category constructing an assumed overall profile of oth Nother :

ethnocentrism (i.e., a sensce of superiority of one’s own culture) greatly influence sociearl People ag

Both are blanket perceptions and can be very misleading and unfair. Each individual js perc oy
o above obstacles, companies run two types of training progran?lque' ,
: first type the expatriates are provided with educational background on the country inc]urg::'l

g .

|

structures, religion, values, language, history, etc. to enable him to assimilate with the fore;
lled “skill-screaming” they are trained in pro-social behaviour.

To help overcome th

i
&N Cultyy,

In the second type ca

he process of passing information and understanding fro
One

& Communication may be defined as t
ides employees both the skill to work and the will to yeq

person to another. Communication prov

& Communication can be formal or informal. Formal communication can be either vertical, laterq|

- - . - . . !

external. Vertical communication 1s communication that moves up and down the organisation’s ch 3
. ) : i
of command. Lateral communication 1s between persons in two different departments. It imprm"
L _ . e
th external agencies like customers, financial institutions

coordination. External communication is wi
raw material suppliers, etc. It aims at building the company image and influencing policies and

decisions in company’s favour. The three forms of formal communication are: oral, written and non
verbal.

& Informal communication occurs outside the organisatio
pervasive type of informal communication is the “grapevine”.

f the communication process are: ideation, encoding,

iransmission, receiving, decoding and acting. Encoding is the process by which the sender convers

the information to be transmitted info the appropriate words, symbols or gestures. Decoding is the
process by which the receiver interprets the message. If the decoding matches the sender’s encoding,

the communication has been effective.

e Barriers o effective communication include badly expressed messages, faulty organisation, distnst
of the communicator, restricting communication, poor retention, different backgrounds, ingroup lon-
guage and inattention. Many of these barriers can be overcome through the use of feedback ond
simple language.

& There can be three types of communication networks [circle,
Experiments have found that wheel and chain networks are faster and more accura
for simple tasks, while for complex tasks, circle networks are quicker and more @
member satisfaction is higher in decentralized circle networks.

& In India, in almost all enferprises in the public sector and in a great many in
a secondary place has been given to communication.

w i ,
In communication across cultures stereotyping and ethnocentr
can be overcome by assimilating with the foreign culture and training in pro-soci

n's formal channels. A particularly quick and

& Whether formal or informal, the six steps o

wheel and chain) in a working grovp-
te than the circe
ccurate. Grovp

the private sector only

ism greatly influence perception. They
al behaviour-
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. is possing of information

k Th]s-n in the reverse of the usual
l 3

om receiver to sender.

o iased choice of what is
dg,uiﬂg ted on‘: :l):: spcrt of either the sender or

iver.

e 16  gfion Network  This is a system of
unt

s [or individuals) interconnected
cen

jsion .
decmmmunicohon chonne|s.
This is @ structureless network of

Grope™ munication about company matters,

) 01 com .
infor™ This is o Jopanese term which means
n

dunluy of information through signboards,
isp

‘ raphS; efc.
ChG:U gu,nguage This is the language or

|ermin0|°9Y deve
use.

Meview Questions

loped by a group for its internal

» Key Terms

Gripe Boxes These are boxes in which the '
employees can drop their anonymous complaints.

Exit Interviews These are interviews of
employees, held at the time of their quitting an
organisation, with the object of knowing the
reasons for quitting.

Open-door Policy Under this policy
organisations extend a general invitation to their
employees to informally drop in the manager’s
room any time, and talk over their grievances.

Para Language As a part of non-verbal
communication this consists of tone of voice,
laughing, yawning and environmental context.

I. Define communication and describe the important steps involved in a communication process.
2. What is communication? Describe its importance.

3. Distinguish between “formal” and “informal” communication. Describe the various directions in
which the formal communication generally flows.

4. What is communication? Describe its various forms.
5. Explain the principal barriers to communication and suggest measures to make communication

effective.

6. Explain the principles of effective communication.

- Describe important communication networks in work-oriented groups. How will you check the

effectiveness of the communication system prevailing in your organisation?

+ Write short notes on:
(2) Communication Process
(b) Checks on in-plant communication

‘(C) Characteristics of grapevine
+ Fill in the blanks:

(2) Rumour is g product of interest and

> he¢eps:/hemanthrajhemu.github.io I

+ “Communication is sharing of understanding.” Comment.
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(b)' Attaching meaning to the received message is called
| (c) According to W.H. White, the great enemy of communication is the of
(d) In “wheel” communication network job performance is very T
(e) Forces which tend to distort communication are called to communicajg,
(f) Of the three patterns, the one in which the leadership is most Pronounceq jg lh;
pattern.

[(a) Ambiguity, (b) Decoding, (c) Illusion, (d) Fast, (¢) Barriers, (f) Centralised, whee|

q)roject

1. The goals of this exercise are as follows:

(a) To experience how speaker’s style of speaking facilitates or inhibits listeni
(b) To understand that effective listening requires efforts on the part of the lis
The following steps are involved in the implementation of this exercise:
Step | The teacher announces a subject of topical interest and asks an
B) to discuss the topic and others to listen to the conversation.
Step 2 Both A and B are asked to speak only affer each has first accuratel
expressed by the other and to that person’s satisfaction. Each of them

from the other till he is fully satisfied. This checking of each othe
throughout the conversation which continues for ten minutes.

Step 3 All other students maintain silence and only write down their observations.

Step 4 When the conversation is over the teacher:
-]

—~
Of stay)

ng
tener

Y two students (say Az d

Y restated the jge,,

can seek cleu-ificaﬁ011
r's ideas is followeg

Asks A and B to describe the difficulties they experienced in listening to each other

These may relate to the tone of the speaker, speed of speaking, length of sentences,
noise, etc.

Checks the above responses with the responses collected from all other participants
and discusses the consequences of poor listening and poor speaking.

B (v

1. Ensuring ErrecTivE Communicarion

In the New India Insurance Company,
Programme are concerned with the
cess. Near the end of the first sessio
to comment that even though he fou
something vital was missing in the
is that people just do not know ho

two of the sessions in the ten:session supervisory development
topic of communication and its importance in managerial suc
n, Ram Dayal, supervisor of the billing department, volunteered
nd the topic to be interesting and agreed that it was importart,
company’s training programme. “As a supervisor, my problem
w to listen,” he said. “With a lot of my people, after | spend 0
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Jeal of offor instructing them as to exaclly what to do, they are just as likely to be doing
e

g g ontirely different when | chock on their progress later. What we should do is set up a
ome lin good listening and have all our employees take if.”
Jrse

0
cuss

pis Do you 0gree with Ram Dayal that communication can be
a better listening skills?

jon Questions
mproved by having people develop

1) Do you think Ram Dayal is effective as q communicator? How might he improve?

9. MurveaN KNITWEAR ExpoRrs

in the Konganadu region of Tamil Naduy lies the city of Thirupur looking upon the river Noyyal
t the town. The t

_ : g the textile and knitwear hub of the country,
conributing fo a substantial proportion of the country’s cotton knitwear exports,

Murugan Klmrweur Exports, owned by P. Arulan, is q venture that was established ot a time
when production was mostly manual. As of day the Processes have largely become mechanized.
he ginning, yorn making, knitting, dyeing,

drying, balloon padding, compacfing d packag-
ing processes — all are machine based. The work cult i 8 paciing and packag

S ' ure at Murugan Exports, of course, has not
changed ',“UC.h as Aru‘cn 'S Just salistied 1o see that his production has become machine-based.
His organization is mainly into the knitting to compacting business. The ginning, yarn-making and
production and marketing activities.

Satyneshan, ahighly overburdened member

the order he has told his
s something which needs

more hairs in a fine yarn
pplier. However, when the yarn was

he¢eps:/hemanthrajhemu.github.io
¥

I




y 1'”’”0’13’03 of Moan

Finally, came vp the stage to place orders for the packing boxe
There were a few small firms as packaging ancillorizs thalgwore ;;::I:ovéo:::dhjow the tshirts,
Orders for 600 large packs were placed by Satyaneshan to five small firms. The Furugcn Exports,
supplied the packaging boxes. Three firms supplied boxes each with a carmyin ms accordingly
1shirts while the rest of the two firms supplied boxes each with a carrying ca yac? cofpcu:.ry of 50
The actual requirement was of the boxes, each with a carrying capacily OFP‘ 0(;Y '_°h‘]50 Mshirts,
became a clumsy situation for Murugan Exports as their buyers would never acce Is,h‘rfs. Now, i
piecemecl. Also this time the shippars also would not be ready to accept a consipnmelr orders in
quite small or 100 big as they had agreed to carry a box size carrying ]00l-shirlsgecct:\m|;h0t was
variation was made in the consignment, then Murgan Exports were to bear the higher .slol:z:?l:ho
e

fleet rates.
Satyaneshan co
about the faults he h

trusts his raw material supplier, team mates, packa
hand he finds @ messed up situation.

uld not und‘erslond why things were going wrong. He was all the time thinki
as committed while handling the offairs of the organization. On one hund";,
ging ancillaries and the shippers but on the otheer

Discussion Questions

1. What is a prime reas
2. What steps would you reco
3. What precautions need to b

on behind the problems that you see with Murugan Knitwear Exports?

mmend to solve this situation?
e kept in mind for the future?
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Do LEARNING OBJECTIVES

This chapter will enable the reader to:
o Define leadership and its various characteristics
o Understand the difference between a leader and a manager

o Describe the functions of a leader on the bases of Operations and goals in an organisation

Discuss the traditional theories of leadership,
approaches

including the traditional, behavioural and contingency

Examine the situational forces determining the choice of leadership style
Identify the new approaches to leadership

Describe leadership assessment and various measuring parameters
Relate leadership style in Indian organisations and worker participation in management

The success of every industrial enterprise is dependent upon the quality of its leadership. For example,
the Tata Iron & Steel Co., Jamshedpur or the Reliance, would not have attained their present success
but for the able leadership of J.N. Tata and Dhiru Bhai Ambanji respectively. In a business enterprise,

several tasks, such as determining the objectives of the enterprise, designing the methods to achieve
them, directing and coordinating the activities of various departments, etc. can be successfully performed
only if there is able leadership. In the words of George R. Terry,! “The will to do is triggered by

—_———
l George R. Terry, Principles of Management (Illinois: Richard D. Irwin Inc., 1960), p. 442.
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leadership and lukewarm desires for achicvc{mﬁ\t arc t(rj:.msfl(;n;girlg; ::::;"‘g[izségr}ll ifo:sstl;lcce:s;
accomplishment by the skilful use of lcndlelip. Acfiﬂf n;g loa highe’r P t}? d e lify
of man's visions to higher sights, the mismg of nlan s per Or(llngn “yj che leadershi A :h “"‘!l{lg of
man’s personality beyond its pormal limitations. Alford and Beal O s umt coep as the abiliy, G
secure desirable actions from a group of followers voluntarily W‘:( (()!uf pheiia rcion, ”fc‘:?fdin
o Keith Davis.' leadership is the ability to persuade others 10 5S¢ cfined objectives cnthusmsuca"y.

It is the human factor which binds a group together and motivates 1t tow‘ards goals,

ADER AND A'MANAGER

DIFFERENCE BETWEEN A LE

whether he will or will not emerge as leader always

1. A person emerges asa leader. The question .
A manager, on the other hand, is always put into his

depends on @ number of situational factors.

sition by appointment. . N ‘ |
F\Olcader always has some personal power (i.e. ability to influence) that enables him to |eaq

He may or may not have positional power (i.e. the right to command). A manager, on the othe
hand, always has some positional power. He may or may not have personal power. If he has als
personal power, then he will be that much more effective as a manager.

3. A leader focuses on people and generally secks those very objectives which are the objectives
of his followers. Thus there is mutuality of objectives between the leader and his followers, A
manager, on the other hand, focuses on systems and structures and seeks those objectives which
his subordinates do not regard as their own. Thus there is clash of objectives.

4. A leader generally looks at the horizon and not just the bottom line. He is innovative, challenges

the status quo and believes in doing right things. A manager, on the other hand, is generally

bureaucratic, accepts the status quo and believes in doing things right, according to the rules, to
cope with complexity.

It should be noted that in today’s changing business environment, notwithstanding the above
difference, even managers are in leadership roles. Therefore, in this chapter, the terms ‘leaders’ and
‘managers’ are used interchangeably.

CHARACTERISTICS'OF LEADERSHIP

Some important characteristics of leadership are as follows.

!‘\J

1. Leadership implies the existence of followers We appraise the quality of a person’s leadership
in practice by studying his followers. We ask: How many and what kind of followers does he have?
How strong is their commitment as a result of his leadership? How long will their commitment last?
By answering questions of this nature we get to know the quality of leadership. We must not, however,
forget that leaders within organisations are also followers. The supervisor works for a branch head, who
works for a division manager, who works for the vice-president of a department, and so on. Thus, in

2 3

]Pcter Drucker, Practice of Management (New Delhi: Allied Publishers Pvt Ltd. 1970), p. 159.

‘ LP Alford. and H.R. Beatty, Principles of Industrial Management (N.Y.: Ronald Press, 1951), p. 111,
Keith Davis, Human Behavior at Work (New York: McGraw-Hill, 1967), p. 96.

h he¢eps:/hemanthrajhemu.github.io




Loodarsnlw

be able to wear both hats gracefully, to be able !

snisations of several levels, a leader hag o
\ h
,-,nﬂ"l l“;‘,ch“‘ poth upward and downwarg,
\ + hime
o|at€

o hip involves a community of interess between the
\ 100 ers bjectives of both the leader and his men are one and
:“1 ¢ .ﬂ\; :' his team of workers for some other purpose, it is no |
puﬂ“m ahip is the activity of influencing people to strive

o Jdcﬁ . ) P (] . :
lc“ad(f-"'ip involves an unequal distribution of authority among leaders and group ‘
b i

s Leaders can direct some of the activities of group members; that is the group members are |
e lled or are willing to obey most of the leader’s directions. The group members cannot similarly f
\

coft { the leader’s activitics, though they wil| obviously affect those activitics |
Jiret

cadership implies that leaders can inﬂuenfcj their followers or subordinates in addition to being
Hr (o give their followers or subordinates legitimate directions In other words, leaders not only tell
¢ . supordinates what to do by way of command but also influence by their behaviour and conduct. The
lhi of command by leaders succeeds only in bringing about a temporary behavioural change in the fol-
;Z“-ers. permanent amgudmal chfmgc in followers comes through the use of influence only. According to
ersey and Blanchard” leadership of the first type though successful i not effective. The second type of
cadership 18 both successful and effective, Perhaps the best one word definition of leadership is influence.

leader and his followers In other | :
the same. If the leader strives for one '

cadership. In the words of G.R. Terry,
willingly for mutual objectives.

FUNCTIONS OF ‘AN EXECUTIVE LEADER

when we think of leadership, we generally think of executiv
of senior managers in guiding an organisation to fulfi] its mission a

cfu(chﬁeld7 give a list of 14 functions performed by executive leaders
fall into three categories as described below:

e leadership, which focuses on the functions

nd meet its goals. Krech and
hip in general. These functions

Setting and Achieving Organisational Goals

Under this category, the functions of a leader are as follows:
Goal-Setter A leader may either establish organisational

participate with his superiors or subordinates in establishing them. Thus the president of a company
perhaps in collaboration with the board of directors or with his staff, determines the nature of the com-
modities or services with which the company will be concerned.

goals and objectives himself, or he may

Planner  This function is intermediate between the determination of goals and their execution. In this
connection, the leader makes decisions concerning the ways and means by which the organisational

goals can be achieved. A foreman not only assigns tasks to his subordinates but he may also plan work
schedules and devise operational procedures.

Executive In his role as executive, a leader is responsible for seeing that the appropriate activities

of the organisation are carried out. A foreman assigns tasks to workers and sees that these tasks are
properly executed.

~'___-~_

" Keith Davis, Human Behavior at Work (New York: McGraw-Hill, 1967), p. 96. . '

* Payl Hersey and Kenneth H. Blanchard, Management of Organisational Behaviour, 3rd ed. Prentice Hall of India, New Delhi.
'D. Krech and R S, Crutchfield, Theory and Problems of Social Psychology (New York: McGraw-Hill, 1948).
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Planning Operations of the Organisation

The s.ccqnd group of functions performed by the leader is connected with ¢
organisation. Six functions can be difTerentiated in this category. o4

Expert The leader is an expert in the principal activities of the organisation, F

are promoted from line positions primarily because of the proficiency the -d‘rcqucnu + SUpery;

job. The technical information and skills supervisors possess are useful in ai):j' play ed on the o

subordinates in effective work procedures. 'g and instrycy;, wf'
it

Extcrna.l Group Representative There are many reasons why it may be necessa

have a single representative of an organisation to deal with outside individuals or gro y or dcsirable ty

tion may be too large to function as an entity in this activity because taking a laq_ﬁ:r nUps, The o isa.

from their duties may interrupt work schedules and thus be uneconomical or agrccmlcj:zntsbcnr, or:e"ﬂrtn
3y be

easily achieved by the individual than group action, and so on.

Surrogate for Individual Responsibility The leader relieves other members of the
responsibilities, and they, in turn, place their trust in his decisions. In an informal gf,f,o"p Of cerajy
one individual may be given the responsibility of conveying complaints to the superior T}fe()fhwo :
him to present their points of view and accept any approach he may wish to follow i;1 doi:; }f: tn: !
Joo,

Controller of Internal Relationships within the Organisation It is the task of the leade
organisation to see that the various departments in it coordinate their activities. fofa

Administrator of Rewards and Punishments The leader encourages, upgrades and prom
deserving workers, and reproves, transfers and fines poor workers. Even leaders in informal gmc:]tcs
concern themselves with discipline. The leader of such a group may call upon its membership to og

an errant member.

Arbitrator and Mediator The leader seeks to maintain harmony among the members of the orgap.
sation. The president of an organisation tries to keep the peace among competitive and ambitious vice.
presidents. The leader of an informal group tries to prevent it from breaking up into opposing factions

Pcrations of "
iy

Symbolic Figure for the Group
The leader’s activities and influences in this connection are likely to be so subtle as to be overlooked.

Five functions can be differentiated in this category.

Exemplar In many organisations, the leader serves as an exemplar, a model for others to emulate.
The military leader who leads his troops into battle, the office manager who is invariably 15 minutes
early at his desk in the morning, the foreman of a crew of power linemen who always checks his safety
equipment before climbing a pole, are all seeking to influence the members of their groups by being
good examples. They are constantly shaping the behaviour of their subordinates all day and every day,

whether consciously or unconsciously.
Symbol of the Group In this role the leader provides a kind of contiriuity and stability for the group,
standing for it despite changes in circumstances and membership. Thus the chairman of the board of
a company who may in fact exercise little or no control over it may in the minds of the stockholders,
the workers, and the public stand as a visible sign of the purposcs, the spirit, and the very properties

of the company.
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. I
The lcader functions as an ideologjst, By presenting his ideas concerning the group, he is a ~
(deolo s'bcncfs about it. The official ideology as given by the leader may or may not reflect the ideas of |
Qure of For example, the dCSignﬂth'Spokcsman for an informal group of workers may convey to the :
e T a'ltogC‘hCr incorrect notions with respect to the complaints and dissatisfactions of the workers.
wpe

Figure  The leader may function as a father figure, fulfilling an emotional role for the members of
r

By identifying themselves with their leader, the members of a group draw strength and feelings '
e s “:3) Statements from workers such as “the old man wil] always be behind us” typify this situation.
_Q‘Cll H

d oat The leader functions as a scapegoat, He provides a ready target for the aggressions of the

Sclecrs of the group. Failure can be projected upon him, A department head in a plant may attribute

. adequate production in his department to insufficient cooperation on the part of the plant manager. .
TRADITIONAL APPROACHES TO LEADERSHIP -
er the years, there has been considerable research on the

St:empted to provide an insight into such questions as

r“What is the most effective leadership style?” Fo]
?gadership: (a) Traits approach, (b) Behavioural app

Fatht

the in

leadership process. In essence, this research
“What characteristics does a good leader possess?”
lowing are three important approaches to studying
roach, and (c) Contingency approach.

Traits Approach

Traits approach has been criticised on the following grounds:

I This approach (with the possible exce
identify any traits as being absolutely
made of the physical, intellectual and

ption of intelligence and emotional maturity) has failed to
essential for leadership. Numerous trait studies have been

social characteristics of leaders. By 1950 there had been
over 100 such studies but surprisingly only 5% of the traits identified were common throughout.

2. There is the problem of defining traits. The number of descriptive adjectives which can be used

for any trait is tremendously large. Are they all similar or different? Which adjective should be
used for which trait?

- There is the problem of measuring traits. How are we to know the amount of a particular trait

which a leader should possess? The words “too much” or “too little” are very vague in their
meaning.

- There is difficulty in methodology also. To be able to establish the cause and effect relationship
between traits and leadership, pre-leadership traits of a person need to be measured. But this js
never done. His post-leadership traits are measured. There are no fixed personality traits. Hence
one never knows whether these are the same traits which brought him into a position of leadership.

- The approach has little predictive value. The fact is that with the same bum:‘llc of traits a person
may become a successful leader in one situation and may fail in another situation. According to the
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Zeitgeist theory a leader is the product of his times. The individual who has the particular
or traits that a situation requires will emerge as the leader.

6. The approach implies that training cannot make a man a leader if he is devoid of Certain
qualities. Peter Drucker also seems to hold this view. He says that “leadership cannoy be oo
or promoted. It cannot be taught or learned.” Leadership, according to him, requires CCna.crcated
attitudes which are very inborn and are very difficult to change. N bagi,

qualitj,,

Behavioural Approach

It was not until a sociological view of the problem was combined with the psychological approach
headway was made in understanding leadership. The inability to find answers (o their varioyg qu¢stithat
such as—Is there any optimal combination of traits that is most critical in determining one’s Succes:m
a leader? In what ways do such characteristics influence one’s ability to lead? Are these characteﬁsris
that one can learn, or must one be born with them?—in the traits approach led researchers tq lookm
the behaviours that specific leaders exhibited. They wondered if there was something unique in [hat
way that effective leaders behave, i.e. the way they deal with people—communicate, give directioe
motivate, delegate, plan, conduct meetings, and so on. Prominent in the behavioural approach lhne’
assumption that leaders are not born but can be trained. Personality traits are not fixed across like span,
They can be changed through training.

Under behavioural approach researchers have studied leadership behaviour from three point of
view: motivation, authority and supervision.
Motivation From the point of view of motivation leadership behaviour can be either positive o
negative. In positive behaviour the leader’s emphasis is on rewards to motivate the subordinates, [y
negative behaviour the leader’s emphasis is on penalties and punishments. The leader tries to frighteq
the subordinates into higher productivity. The result is that subordinates’ enough time is lost in cover-
ing; i.e. protecting themselves against management. There is useless documentation, recording and
filing of letters and papers because people fear that these may be needed by them any time in future
for their defence.
Authority From the point of view of authority, leadership style can be autocratic, democratic or
free-rein. A descriotion of these styles is given below.
Autocratic leaaersaip In this type of leadership, the leader alone determines policies and makes
plans. He tells others what to do and how to do it. He demands strict obedience and relies on power,
He mav sometimes be benevolent also and use rewards for obtaining obediene from his employees.

Employees aisiike both these forms because in one form they remain under constant fear and in the
other form thev remain under constant gratitude. In both the forms, the leader is the key person. The
whole operation of the organisation depends upon him. In his absence it may function inadequately
or not at all.

Merits

L. TI"I_Ss tvoe of leadership, can increase efficiency, save time and get quick results, especially in2
CTeis or 2n emergency situation.
2. The paternaiistic form of this style of leadership works well with employees who have a lo¥
:‘:-ieran;e ‘'or ambiguity, feel insecure with freedom and even minor decision-making requirements
“a tanve under clear. detailed and achievable directives.

he¢eps:/hemanthrajhemu.github.io
: |



’w —‘
Loadership - |4

pposed to do what) are clear and Sully

pain Of command, and division of work (who is su
¢ "
3. mn!vrsmm! by all.

pcmcf its

11t motivates people through ff:ﬂl‘ fmd stifles their injtiativc and creativit
» 1 throttles up\':fnrd colmnulmc:.mon. Tl.lc autocratic leader is alone |
" Ve little, if any, mfornlmllon and ideas from his people

This is generally dangerous in l()dr.ly's. environment of technol
1 Today, most pcnplf: resent aul.honlarmn rule which excludes
* o machinc-llk.c cogs without human dignity or im

in the form of massive resistance, low morale and low

pemocratic leadership I this type of Icadershi
nent') the lcader thinks “v.vnh“ rathcr.lhan “for”
rL-gpnnsibility for goal setting and ﬂ(.ihlcvcmcm_
leader shows greater concern for h}s pt?ople th
| encourage and reinforce constructive inter-
conflict and tensions. He se.rvc's _more as a
dependent upon him as an individual and

y resulting in costly errors.
n his decision-making. He
as inputs into his decision-making.
ogical and organisational complexity.
them from involvement and reduces

portance. They express their resentment
productivity,

[
|
|
|
!
|
|
|
|
|
|
|

p (also known as participative or system-4 manage-
his people. The entire group is involved in and accepts
Subordinates have considerable freedom of action. The
an for high production. A part of the leader’s task is to
relationships among members and to reduce intra-group

coordinator or agent for the group. Hence the group is not
can functions effectively in his absence.
While a democratic leader is not the key figure like an authoritarian leader, he is still the boss and

cannot avoid the exercise of authority any more than he can avoid responsibility for what happens to
his organisation.

Merits

I. It increases the acceptability of a decision. When people participate in and help formulate a

decision, they support it (instead of fighting or ignoring it) and work hard to make it work, because

itis their idea. In other words, the participative leader has the critical factor of built-in-personal
motivation working for him.,

»

improves the quality of a decision. The leader consistently receives the benefit of the best
information, ideas, suggestions, and talent—and operating experience—of his people.

t permits and encourages people to develop, grow and rise in the organisation (both in terms of
eeponsibility they can assume and service they can contribute).

% ‘tmakes full use of a wide range of motivations such as status, achievement, challenge, etc.

-Emerits

& narticinative style can take enormous amounts of time and, may degenerate into a compiete
ts of leader’s control. Subordinates may show greater absenteeism and tardiness.
<. Zome icaders may use this style as a way of avoiding responsibility.

Free Rein  1n this type of leadership, also called laissez faire leadership, the leader exercises absolutely
“0control. He only provides information, materials and facilities to his men to enable them to accomplish

8roup opjectives. This type can be a disaster if the leader does not know well the competence and
\‘\_-

" Rensis Likert, New Partterns of Management, McGraw-Hill, 1961
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: integrity of his people and their ability to handle this kind of freedom. It can be 4 i
the work of saints but not of sinners. It is a total misfit in today’s world in which p[ép led 1 iregy
perfect, in which many are anti-social and even delinquent. OPle are far fr:g
|

Figure 17.]1 shows the spectrum of a wide variety of leadership styles moving from 5 ve
! style at one end to a very democratic style at the other end, as suggested by Robert Tary a"lhoritan-an
' Warren H. Schmidt.® As the spectrum demonstrates, there are a number of alternative nne"bﬁum an
a leader can relate himself to the group. At the extreme left of the spectrum, the e }‘;"’aj.ws.l )
leader—on what he is interested in, how he sees things, how he feels about them, Ag wg r:S'S IS op !
the employce-centred end of the spectrum, however, the focus is increasingly on the subove}ow
on what they are interested in, how they look at things, how they feel about them. The C::tjr‘:ates\
0

spectrum finds a more equitable balance between the authority exercised by the leader and Fi
of participation the group can exercise. € amoyp,
Autocratic Democratic Laissez faire
leader-centred participative employee-centred
methods methods methods

Use of Authority

, Area of Freedom Permitted to Subordinates
1 1 1 1

1 2 3 4 5 6 7

FiG. 17.1 Spectrum of leadership styles

Various points on the spectrum presented in Fig. 17.1 are described below.

The leader “fells” subordinates what his decision is.

The leader “sells” his decision, i.e. persuades subordinates to accept it.

The leader invites questions from subordinates to give them a fuller explanation of his thinking.
The leader presents only a fentative decision subject to change.

The leader presents only the problem, invites solutions and then makes his decision.

The leader presents the problem and /ets the group make a decision within certain limits of action.
The leader permits the group to make decision within limits defined by the situation.

either employee-oriented

Supervision From the point of view of supervision, leadership style can be
or production-oriented. An employee-oriented leader is one who cares more for the welfare of his

subordinates than for production. Similarly, a production-oriented leader is one who cares more for
production than for the welfare of his subordinates. Two important studies under this category are the
Ohio State University study and Management Grid. These studies measure leader behaviour on tWo
dimensions: employee orientation and production orientation. Unlike the authority-based model given

? Robert Tannenbaum and Warren H. Schmidt. “How to Choose a Leadership Pattem”, Harvard Business Review, 51, No3
(May-June 1973).
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pbaum (hese two dimensions are not the opposite ends of a single continuum but the inde-
by T"'m: imensions. This means that a manager can be simultancously high on both the dimensions.
! [\
ndcn

e University Model 1 Fig. 17.2 “initiating structure” refers to the leader’s behaviour
yio Sta ring the job of the follower and establishing well-defined patterns of organisation and
in Sm'd.u““mn‘ “Consideration™ is the leader’s behaviour showing mutual trust, respect and friendship.
\‘,mmlli‘\f;‘lypcs of leader behaviours are independent, Some leaders follow structure but provide little

cse d[mlit‘“'\ others are considerate, but provide litle structure. Many leaders, however, do not fit into
“_ms‘ C,f (hese two categories. They use a fairly even mix of structure and consideration. Still other
aihe” haviours. They are relatively

ders spend very little time using cither structure or consideration be
“ volved with their subordinates. Thus, it is possible to show four broad styles of leadership on the
uny:?o state model. The data about the behaviour of a Icader are gathered by means of a questionnaire
Sq]l(.‘d Leader Behaviour Description Questionnaire (LBDQ) which is given in Appendix 1,

High
] ]
| High Consideration High Consideration
| Low Initiating High Initiating
: Structure Structure
i
Consideration
v |
Low Consideration Low Consideration
Low Initiating High Initiating
Structure Structure
Low Initiating Structure High

FIG. 17.2 The Ohio State model

Managerial Grid Robert Blake and Jane Mouton (experimental psychologists at the University of
Texas) use a chart called Managerial Grid'® to describe five types of managerial styles. They make
use of the terms “concern for production” and “concern for people”. These two dimensions (concern
for people and concern for production) are plotted on a 9-point scale on two separate axes as shown in
Fig. 17.3. Concern for production is shown on the horizontal axis and concem for people is shown on
the vertical axis. There are thus 81 combinations of concerns represented on the grid. But the authors’

main emphasis is on the styles in the 4 corers and at the middle of the grid because these are the ones
We see most often. These are as under: T

|, Task management Here the management shows maximum concemn for production and least concern
for people. Therefore, it is also called “authority-obedience” approach.

—‘\ . .
10 Robert R. Blake and Jane S. Mouton, The New Managerial Grid, Houston: Gulf Publishing, 1978.

LA

'l

|
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| High 9 | Country-club Team management
management (9,9)
(1, 9)

| Dampened Pendulum
f (Middle-of-the-road)
i Concern for (5, 5)

people
Impoverished Task management
management (9, 11)

| (1,1) ™
{ )
| LW =3 4 56 7 8 9 9

Concern for production

Fi1G. 17.3 Managerial Grid

2. Country-club management This is reverse of task management. Here the management shows
maximum concern for people and least concern for production. Assumption is that contented people
will produce as well as contented cows. It is the “love conquers all” approach.

3. Impoverished management Here the management shows least concern both for production as well
as people. The manager wants just enough being done to get by. He also ignores human relationships,
It is the “speak no evil, hear no evil, see no evil” approach.

4. Team management Here the management shows maximum concern both for production as wel] as
people. Maximum concern for production is based on decisions arrived at with workers’ participation
and maximum concemn for people is based on the workers’ task-related morale and not just good socia]
relations. The assumption is “one plus one can add up to three”.

It should be noted that although the team management and the task management are similar in their
concern for production, their ways of achieving production are vastly different. Similarly, although
the team management and the country-club management are similar in their concern for people, their
bases of concern are different. Whereas the country-club management seeks to increase people’s morale
based on non-work aspects of the situation such as good social relations, the team management seeks
to increase workers’ task-related morale.

5. Dampened pendulum or the middle-of-road style Here the management shows a balanced concem
for production and people. Neither too much production is expected nor too much concern for people
is expressed. The manager follows the middle position. “Get results but do not kill yourself.

According to Blake and Mouton, team management (9, 9 approach) is the best. This is based on active
participation, mutual trust, open communication, mutual goal-setting and effective conflict resolution.
The Blake and Mouton managerial grid is widely used as a training device. A manager’s position on
the grid is determined by a questionnaire developed by Blake and Mouton.

Let us go back to the Ohio State University model of the behavioural approach (Fig. 17.2). This seems
to suggest that the best style of leadership is one that combines both high consideration (democracy
and support) and high initiating structure (high goal-setting). While this seems to make sense, it does
not always hold true in practice. Consider, for example, the following research findings:

1. First-line supervisors in a manufacturing plant were supervising a group of relatively inexperienced
workers performing simple jobs. A study of their leadership effectiveness indicated that Style I
(Low Consideration High Initiating Structure) was the most effective style for these supervisors.
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Jistrict sales managers supervising experienced salesmen found the most effective
y study 0 lic to be Style I1T (High Consideration Low Initiating Structure). .
’ ;cﬂ ershi s:'):;cicnlism in a research and development laboratory were found to be more effective
. of §

Mnnsgc c e using Style IV (Low Consideration Low Initiating Structure).
R

Leodershlp‘_,-—__;, |

»”

conclude that there is no one best style of leadership under all conditions. In manly

Thus: we i""“ |cadership is the most effective. In others, however, Style I, Style lIl,.or even $ty i
~gonss St 'h', Tective. Effective leadership style varies with the situation. The major situationa
e gy be MO c] «rs have identified are described in a subsequent section. (Read “Situational Forces
I.\ | f::‘lhm rescarc jLoi“ Leadership Style™.) The cffective leader needs to analyse the situation and find
"i:t.@i ing Chmi:u]d be most appropriate for the given circumstances. He should integrate the forf:es
i:ll whic lisnt ;i;:ion to the particular situation in question. A simple cook-book approach for selecting

o™ ltifﬁ dership style does not exist.
fhe bE*

ontingency Approach

gency approach to leadership (initially called Zeirgeist—a German word meaning "Spl.rlt

¢ coqtln% views the leader as a product of the times and the situation. It attempts (a) to identify

of the "mfhg situational factors are most important under a given set of circumstances, and (b) to

\\hic.h[o“f.hich leadership style will be most effective under those circumstances. This is in contrast to
ic

lier literature on leadership that simply ignored the question of the circumstances in which a
ITHF:JIM mode of management was feasible,
p 1

[mportant among contingency leadership models are:

| Fiedler’s model,
2. Hersey and Blanchard’s model, and
3: Robert J. House’s model.

Fiedler's Model

This model postulates that the effectiveness of leadership style depends on situational favourableness, i.e.
the ease and difficulty with which the leader can influence his subordinates. Situational favourableness,
according to Fiedler'', depends on three factors: (a) leader-member relations, (b) task structure, and
(c) position power. Good leader-member relations, highly structured task, and high position power represent
a very favourable situation for a leader, one in which it should be easy to influence subordinates. The
combination comprising poor relationships with subordinates, unstructured task and low power is a leader’s
nightmare. According to Fiedler, leader-member relations are good if the leader is respected and accepted
by his group. They are poor if his group distrusts and rejects him. The task is highly structured if it is
clearly outlined, and highly unstructured if it is vague. The leader’s position power is high if he has the
power to hire and fire, promote and transfer, increase or decrease salaries. It is low if he has no such power.

Fiedler collapsed the original Ohio State dimensions into a single dimension of leader style with
Fmployee-odented behaviours (high consideration), at one extreme and task-oriented behaviour (high)
Initiating structures at the other extreme. Fiedler has found that the task-oriented or the authoritarian
leader is most effective in extreme situations, i.e., both when the situation is very favourable and very

e e
FE. Fiedler, A Theory of Leadership Effectiveness, McGraw-Hill, N.Y. 1967.
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re moderately favourable or unfavourable the best leadership style

unfavourable. But when the situations a o
is employee- or relationship-oriented. (Since moderately favourable or unfavourable SIl}Jatlons are mog
common for supervisors and managers, the implication is that, in general, the cmploycc:-on_cntcd leadmhip

¢ large majority of organisational situations)

would be most effective in managing human resources in th ( )
Why is the task-oriented leader successful in very favourable situations? Fiedler offers the following

explanation: ‘

In the very favourable conditions in which the leader has power, informal backing and a relatively
well-structured task, the group is ready to be directed and the group expects to be told what to dq,
Consider the captain of an airliner in its final landing approach. We would hardly want him to turn ¢,
his crew for a discussion on how to land.

As an example of why the task-oriented leader is successful in a highly unfavourable situation,
Fiedler cites “...the disliked chairman of a volunteer committee which is asked to plan the office picnjc
on a beautiful Sunday. If the leader asks too many questions about what the group ought to do or how

he should proceed, he is likely to be told that “we ought to go home”. L
The leader who makes a wrong decision in this highly unfavourable type of situation is probably

better off than the leader who makes no decision at all, which may be interpreted as total abdication

of leadership.
Fiedler suggests that leadership styles are relatively inflexible and therefore, leaders should be matched
to an appropriate situation, or the situation changed to match the leader.

Hersey and Blanchard Model
believe that the relationship between a manager and subordinates moves through

Hersey and Blanchard"?
“mature” and that managers need to vary their leadership

four phases as subordinates develop and

style with each phase.

The level of maturity is defined by three criteria:
1. Degree of achievement motivation
2. Willingness to take on responsibility

3. Amount of education and/or experience.
In the initial phase—when subordinates first enter into the organisation—they need to be instructed in

their jobs and told about the organisation’s rules and procedures. At this stage a high task orientation by
the manager is most appropriate because low-task orientation will cause anxiety and confusion among
the subordinates. In addition, the manager should be low in relationship because subordinates cannot
yet be regarded as colleagues. Participation in decision making with them might be characterised by a

“pooling of ignorance” or “the blind leading the blind”.
As subordinates mature and as manager’s trust in them increases he can become high in relationship

though there is still the need for him to be high in task.
In the third phase the subordinates are expected to grow so much in maturity that the manager need

no longer be high in task though he can continue to be supportive and considerate in order to strengthen

the subordinates’ resolve for greater responsibility.
Finally, as subordinates become highly mature, motivated and self-directing the manager can reduce

his concern both for the task and the relationship.

1
Paul Hersey and Kenneth H. Blanchard: Management of Organisational Behaviour, Prentice Hall of India, N.D. 1977.
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This model (called the life cycle mod, ;

: % : s flexibility in leadership style, which must
«lantly change to suit the ﬂhllfly and experience of the subordinates. Yet, it has limited utility for

w{u -m'\'inb! or predicting leadership cffectivenegs,

entt;

pobert J House’s Model

il
ording to Robert House,™ there can pe
Ny e , articinaitve , .
A.hic\L'""""l’nmmml and participative, A directive leader is one who Je
a: ccted of them, gives them specific Buidance on what should be don
¢

«hedules the work to :)c.donc, mmnlmnf; definite standards of performance and asks people to follow
;k.ﬁni!c rules and regu anl()ns. A szfppr)rr‘n'? leader is one who is friendly and approachable and shows
concern for the status anc well-being of his subordinates. A achievement-oriented leader is one who

«ots challenging goals, has confidence in hig subordinates and ¢mphasises excellence. A participative
eader is one Who takes decisions afier consultation with hig subordinates

House's theory (called the path-goq | ieory) suggests that each of the above four types of leadership
behaviour may |bc motivating or S“lisfying to the extent that the behaviour increases
atractiveness (i.c., valences) and clarifies the paths to these goals,
of contingency factors such > ot
ability, nature of task, etc. Thus, on the
that they can be of two types—inser,
oceurs because of their behavioy

four types of leadership behaviour: directive, supportive, '

ts subordinates know what is '
¢ and how it should be done,

l. factors in the m

- factors in his subordinates,

anager himself,

factors in the general situation, and

4. factors in the organisational system,

B
Robert J. House, “A Path-Goal Theory of Leader Effectiveness™

» Administrative Science Quarterly, 16 No. § (Sept. 1971).
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il Factors in the Manager Himself
A manager's leadership style being a visible manifestation of his invisible network of values,
» Ng

and beliefs on a number of dimensions, chiel among which are attribution, assumptions about p,
Map

nature, flexibility, participation and cocrcion.

(1) Attribution

One important determinant of a manager’s choice of style to dcal with subordinates in a specific sify,,
is based on his attribution of the internal or external causes of the behaviours of his subordinateg ti
example, if a manager observes an employee producing defective units, the manager may atlribm' F
problem to internal factors within the person’s control, such as poor effort, commitment o ]acek
ability. Alternately, the manager could attribute the problem to external factors, such as bag may of
or defective equipment. Depending on these attributions, the manager will decide whether toenal
punishment (reprimand, demotion, firing) or corrective solutions (problem finding, job redesign, traini:;

to resolve the problem."

(2) Assumptions about Human Nature
Douglas McGregor'® says that a manager’s assumptions about human nature determine his choice o
style. He classifies these assumptions in two broad categories under the terms: “Theory X” and “Theow

Y™. Theory X includes the following assumptions:
(a) The average person has an inherent dislike of work, and tries to avoid it when possible. He doe

not what the boss expects but what the boss inspects.
(b) The average person is by nature self-centred and different to overall organisational goal

achievement.

(c) The average person is resistant to change.
(d) The average person lacks ambition, dislikes job responsibilities, and prefers to be closely directeq,

(e) The average person desires job security and economic rewards above all else.

McGregor says that the above assumptions about human nature give rise to the need for coercion
and control, and fear and punishment in organisations. The manager who makes these assumptions is
likely to follow a high authoritarian leadership approach. In McGregor’s opinion, these assumptions
are incorrect and should be replaced by another set of assumptions which he calls Theory Y. The

assumptions of this theory are as under:
(a) The average person is not by nature passive or resistant to organisation’s needs.
(b) The average person exercises self-direction and control in the service of objectives, to which he
is commuitted.
(c) Commitment to objectives is a function of rewards, associated with their achievement.
(d) The average person, under rewarding conditions, not only accepts but seeks responsibility.
(e) The capacity to exercise a relatively higher degree of imagination, ingenuity and creativity in the
solution of organisational problems is widely, not narrowly, distributed in the population.
(f) Under the conditions of modem industrial life, the intellectual potentialities of the average person

are only partially utilised.

‘: Don Hellriegel, John W. Slocum, Jr., and Richard W. Woodman, Organisational Behaviour, 6th edition, St. Paul, M N West, 1972
|
Douglas McGregor, The Human Side of Enterprise, N.Y.: McGraw-Hill, 1960.
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|
hat the above set of assumptions has quite different implications for Icudcr:'d'np. IFitis i
[t cles? man has the potential for development, the capacity for assuming responsibility and the &
<um ;hntdimd his own behaviour towards organisational goals, it follows that the manager hay
8 e 10

adif 25 8 sympathiser and supporter than as a director and controller. l’lc is thus likgly to hu'\;c
o 8¢t mO“:jC style with an occasional touch of laissez faire. In other ?vords. lheory Y relies heavi Iy |
g e . rol and sclf-direction of an employee ag opposed 1o the reliance on external control of his |
% (.cm}t Theory X. Some studics indicate that a coercive orientation in management is far commoner
h‘h""iouf l.,r:ly stagnant environment, that is, an environment with, for example, stagnant or shri.nkir}g
in"tlamthan in an expanding environment. In other words, it is a frustrating environment which in 1
il the use of force to maintain high profits and growth, ,
|cad;;36 theories are important for a manager for two more reasons, as described below:
e draw the manager’s attention to a very important phenomenon called the Pygmalion Effect,
S ﬂ:z,h is also referred to as the self-fulfilling prophecy. This means that employees tend to mould
:Lelway the manager expects them to,

The manager Who wants employees to be active, responsible and innovative should behave with
them, as if they already are active, responsible and innovative. He will find that his behaviour is
justified, for most of his employees have come up to his expectations. In brief, a leader should

always watch his thoughts for they become his actions—he must watch his actions

for they, in
turn, become his subordinates’ character,

Goethe said: “Treat a man as he is and he will remain as he is; treat a man as he
should be, and he will become as he can and should be”.

unseen human potential. Otherwise he will get only status g
“Yad Bhavam Tad Bhavate” the prophecy causes its own fu
(b) Theory X offers a manager an easy rationalisation for ineffect
due to the nature of the human resource with which we must work”. Theory Y, on the other hand,
places the problems squarely in his lap. If employees are lazy, indifferent, unwilling to take respon-
sibility, theory Y implies that the causes lie in the manager’s methods of organisation and control.
Factors in the Subordinates Kerr and Jermier!
subordinates which may work as “substitutes”

can and
So, a manager must believe in the
uo performance—business as usual.
Ifilment is an important truth,

ive organisational performance: It is

6 propose that there may be certain factors in the

for leadership and make leader behaviour unnccessary
and redundant. For example, crafts persons or professionals such as accountants or software ¢
may have so much experience, ability and 1r.

aining that they do not need task leadership to
well and be satisfied. Similarly, there may be certain factors in the subordin
“neutralizers” that prevent the leader from behaving in a certain way or that

For example, subordinates who do not particularly care about organisation
or musicians) will neutralize both, person-oriented and task-oriented leadership attempts,

Factors in the General Situation Important factors in the general situ
Manager’s choice of his leadership style are as follows:

L Leadership style of the manager’s supervisors
will expect the Mmanager to operate in the same m
l—\\—

*Steven Kerr and John M. Jermier, “Substitutes of Leadershi
and Human Performance, Dec., 1978.

ngineers
perform
ates which may work as
counteract the behaviour,
al rewards (such as artists

ation which have a bearing on

If the manager’s own boss is a high-task leader, he
anner. It is as difficult for a manager with a democratic

p. Their Meaning and Measurement” Organisational Behaviour
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r an authoritarian superior as it is for one with an authoritarian style to work

nd to be promoted who best reflect the values of their Under
' * s .

nt with those values. UPeriory

style to work unde
democratic superior, Those managers te
anisation and whose leadership is congruc
and the followers lack ability, the manager would us

jobis simple, Style 1T or IV may be more appropri

17 who made a detailed study of six firms in the plastics, food, and coopn'atc'
industrics, different functional departments of an organisation need different leadership v!wn!mner
example, the leadership of the production department needs to be different from the Icadcr:si;i i
in the environments which the two dcpa”mcnlzsnnfc'::f

rescarch department. This is due to the difTerences 1
n it has free and frequent communicati
icatio
n between

A rescarch department seems (0 work better whe
all members of the research group, when its goals and targets which are fairly general and long
-Tange

hemselves and when the control in the department is carried out more p,
i rules and prescribed procedurcs. In this setting the leadersh;
alitarian. Let us turn next to the environment that SCcn:p
a production department. Here the work goes on best when more emphasis is placcj
n ground rules are formalised and codified int,

on superior subordinate communication channels, whe
procedural manuals and when goals are sct by superiors in terms of specific and short-term targets, |
-In

such a setting, a directive style of leadership works best.
3. Pressure of time  1f there is an emergency or Crisis or the job has to be ru
cannot wait for the opinions and suggestions of his followers.

Factors in the Organisational System Important among these factors are di

tion structure and production technology.
| Division of wark The way in which the work is divided and the activitics are organised influences
the choice of style of leadership. Democratic supervision is best carried out in those work groups

where due to the physical proximity, people have frequent contact with one another and find it easy to
share the information they need to coordinate their jobs. In such work groups, called “integrated task
teams”, all problems arc handled on a face to face basis with a minimum of bureaucratic friction among
specialised functional areas. Such conditions do not prevail in many other forms of departmentation

which makes democratic supervision difficult.

2. Organisation structure Tall organisations frequently lead to high supe
tend to encourage authoritarian supervision. With a relatively small number of subordinates, the supervi-
sor is in a position to give detailed instructions and to exercise authoritarian control over each one. In
a flat organisation structure, with a relatively large number of subordinates, this type of supervision is

often physically impossible. Since the supervisor frequently cannot make a decision on ¢very problem,
democratic. The Sears, Roebuck and Company study of tall

he tends to delegate more and appear more

vs. flat organisational structures concludes: “Flatter, less complex structures, with a maximum of admin-
istrative decentralisation, tend to create @ potential for improved attitudes, more effective supervision,
and greater individual responsibility and initiative among employecs. Moreover, arrangements of this
type encourage the development of individual expression and creativity which are so necessary to the
personal satisfaction of employces and which are an essential ingredient of the democratic way of life.'

or the or
2 Job demands 1f the job is complex
level of task behaviour-—Style 1 or 1. But if the
According to Lawrence,

are set by the rescarchers
informal ground rules than by formi

style which works best is participative and eg

to work best for

shed through, the leader

vision of work, organisa-

rvisory ratios and therefore

ironment (Cambridge: Harvard University, 1967).

, American Sociological Review, 15, No. 2, April, 1950.

17 paul R. Lawrence and J. W, Lorsch, Organisation and Eny
8 -
James C. Worthy, “Organisational Structure and Employce Morale”
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production technology  Optimal chojce may be necessary for a ma
% sl organisation such as clectronics,
a\m '

nager working in a technologically 1
; acrospace and pharmaceuticals but “seat of the pants” mode ‘
work well in a tcchnologlcally unsophistic
rsi\,t,(\dward'“ also seems to limit the amount
f

ated organisation. Production technology, as suggested t
: of discretion which subordinates can be given and the
e of supervision used. She and her research
sty )

cd. Sl rest associates studied 100 manufacturing firms of different

lﬁ'-hnological complexities in Great Britain, This Jeq to the classification of the firms into three groups:
1. Unit or job order

» Large batch and mass production

3. Long run process production

i
i
The conclusions of this study about the style of lead

ership are as under:
(a) Participative leadership is mos; effective

o customer specifications: Here the firm
it (in the order mentioned). The cycle
sequence requires the firm to be

e effective than authoritarian,
(c) Authoritarian leadership is more effective in

be able to do this jo

his workers and adhere to the unity of commang principle.

to be accomplished by

f rewards for employee
adership being a prescription iocri 1 bout transactional or first

? Joan Woodward, Industrial Organisation: Theory and Practice (London: Oxford University Press, 1965).
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 inspires workers (o give only ‘normal’ performance- charismatic and transform,

about second-order changes which inspires workers to ﬂchiev‘“lnnal
quirements of twenty-first century. An organisation which ( - tew
solely upon its blueprints of prescribed behaviour is a very fragile local system, cPends

Charismatic approach is throw back to the old traits approach. It defines a charismatic leadey ;

terms of certain personal hich enable him to exercise profound and C-‘tlmo;d.cf in
effects on his followers sO that they voluntarily identify with the organisation, its standards ,,fm:r;ury
and willingly seck to fulfil its purpose. Situations that promote charismatic leadership include a et
requiring dramatic changes or followiag who are very dissatisfied with the status quo. The Chmttcrci::;::

of a charismatic leadership include:
distance from the leader. This makes it

order change whicl
leaderships are needed to bring

heights of performance to meet the re

traits and skills w

e Followers’ possible for them to build an aura of map:
around the leader. agic
e Followers® likeness with the leader in some readily pc
bond between the two.
o Followers' trust without any 0
care of things.
o Followers’ vicarious part
Unlike the legal type of aut
authority is personal and is not

rceptible ways. This creates a commop |

bjective assessment in leaders’ ability to somehow manage to take

icipation in leader’s greatness
hority where obedience is to
bound by rules of any kind.

be rendered only to the law, charismatic

Transformational Leadership
o stop running. The best thing is to learn how to swim in the direction it
is flowing. When the rate of change inside the organisation is exceeded by the rate of change outside
the organisation, the end is near. In recent years, therefore, leadership has been reengineered from A
to Z. It now operates on quite different principles. Business leaders need to rethink fundamentally
their leading processes. They need to improve their skills in managing the changed behaviours of their

businesses and followers.

Charismatic leadership
leadership. Transformational leader may be define
transformations by shifting the values, beliefs and needs of his followe
changes in their recruitment, sclection, promotion, training and development, provides them high

expectations, vision and sense of mission, instils pride and trust, promotes intelligence, rationality and
careful problem-solving, and gives personal attention and coaching. Researchers on transformational
leadership have found that an effective transformational leader has the following characteristics:

It is useless to tell a river t

that we have described above is just a component of transformational
d as one who leads his organisation through successful

»s. He makes necessary policy

He is charismatic.
He identifies himself as a change agent.
He is courageous.

He is value driven.

He believes in people and has strong con
He is a life-long leamner.

He is a visionary.

He can skilfully deal with ambiguity,

fidence in their ability.

R s

complexity and uncertainty.
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45-year Jack Weich became CEOQ of General Electnic in April 1981 Mtecompanyuﬁudiwas
W !Mh 1878 by Thomas Edison, had, from its core businesces in power generalion, household
T and ighting. become world's leading diversified industrial companies Engagedin busm
Joer as aircraft engines/medical systems/and locomotives. The United States economy was in
» Wm the highest unemployment rates sinca the depression and Welch had the challenge to
m-essi"pemam in G.E.'sdiverse portfolio under attack from global—often Japanese competitors.
mer:; first focused on the company’s hardware, He sold off more than 200 businesses that freed over
“;,. of capital for better investments, reduced the number of hierarchical levels to make the
o :;:’ more lean and agile, and made services angd manufacturing proccesses the base the business
oon
pyam. . TN 2
Welch next focused on the organisation's software, He hamessed the human resource system-
~slate broad cultural changes down to the individual jevels articulated openness, candour, and facing
:my as the core elements of G.E.'s management assembled W class leaders via rigorous selection
sppraisal, developad new ideas such as “workout* and “stretch targets”, changed the company’s
incentive compensation plan tying 40% of bonus to an individual's achievement of six sigma objectives
and converted Crotonvilfe from a mere training institute to a poweriul engine of change. The institute's

procy became o develop a generation of leaders aligned to G.E.'s new vision and cultural norms and
just not tosimply train pecple. _

|

LEADERSHIP ASSESSMENT. -

Itis, of course, desirable to assess a leader’s
job required of him by his superiors or by hi
required to reach the goal becomes a criteri

behaviours with the actual ones yields an ass

There are probably as many leader be
assessment. Work patterns profile giv
used to study the time spent by a lead

haviour checklists as there
en in (Appendix 2) is an example
er in each leadership activity.

ed over a past period of time, it is
» that is, to predict potential leadershi
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LEADERSHIP STYLE IN INDIAN ORG

India is one of the countries where even today sons and great grandsons of entrepreneuyrs Atomg

oted 1o the top with no tests given or questions asked. This is managemeny by inhcn.lca"l!

or management by chromosomes, with the result that most of the companies in Indj, are b G
i

centralised and family-oriented in their organisational slmctur&; and are authoritarian in their ap J
20 vom his interviews with industrialists, government o|’[|)*m&(
Iciy

to their employees, In 1960 Myers®

labour leaders and managers in both Indian and foreign-owned firms, concluded that though "

are some exceptional companies, “many Indian top managements are relatively authoritariap in Ih!.'rg
tir

relationships with lower managements and with labour”, The prevalence of a high degree of contro
also highlighted in Ganguli's study?' of leadership behaviour in a state-owned engineering factory r
survey by Punckar and Savur?? of the relations between white-collar employees and their SUpcrv'i -
in 11 different organisations such as banks, insurance companies, manufacturing firms, govemmsou
oflices. a state-owned public utility company and an educational institution, it was found that only o
superiors out of the sample of 73 believed that subordinates can work without supervision and only s;
thought that giving responsibility to the white-collar employees is the best way to get the work dOn:
Most superiors (70 per cent) expressed the beliel that subordinates can only work with SUPCWisio,;

ANISATIONS

pet prom

and have no sense of responsibility.
Having surveyed some available research data on the value systems of Indian managers vis.3.j,

managers in some other countries, Nitish De? found in carly seventies that though Indian manager,
profess a belief in group-based participative decision-making, they have little faith in the capacity of
workers for taking initiative and responsibility. It is an old problem typified by the pledge of allegjance
to the flag being more important than contributions to the country—of following the form, rather thap

the substance.
There is no question that leadership roles are changing in the new environment, Five key leadership

roles which are gaining prominence are:

e A strategic vision to motivate and inspire

o Empowering employees
Sharing internal knowledge
Gathering external information
Challenging the status quo and enabling creativity
Transformational leadership is becoming very important as organisations are meeting the challenge
of dramatic change in the 21* century. For example, CEOs of Tata Steel and L&T have led their
companies through successful transformations. Ratan Tata bought Corus, formerly British Steel, in
2007 and completed the integration process, a formidable challenge for the best of companics, without
a whifT of trouble. It is now the sixth largest steel maker in the world. A.M. Naik of L&T divested

 C.A Myers, Industrial Relations in India (Bombay: Asia Publishing House, 1960), p. 166.

’; H.C. Ganguli, Structure and Process of Organisation (Bombay: Asia, 1964).
12 ¢
S.D. Punckar and M.G. Savur, Management of White Collar Relations (Bombay: Popular Prakashan, 1969).

A RNET Wiy . '
Nitish De, “Dilemmas of Indian Managers”, Management in Government, July-Sept. 1974,

B he¢eps:/hemanthrajhemu.github.io



| 4B
Leodersh!pr: '
businesses to focus on the company® i
e DL
pon-¢

pany’s engineering strengths which transformed L&T into a
ny with greal management depth
NP

a keover raids,
yrate 12
Qe

between democracy in society and
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» Summary

s Loadership may be defined as the ability to influence and direct the task-related Ocivitieg
members of group. A leader is a goalsetter, planner, execulive, expert, group 'epfﬁsemqﬁvc‘ "
ministrator of rewards ond punishments and o symbol of the group: v V8, o4

s Three opproaches fo the study of leadership are: The taits approach, behavioural Opproack
ong

contingency opproach.

s The troits approach has not proved useful since no major traits have been identified thoy congy
distinguish leaders from nondeaders. The behavioural approach has focussed on Ieadenhi;:n*/
Studies of leadership styles have distinguished between a task-oriented, authoritarian of inips; f!‘-‘:,
sructure and an employeecentred, democratic or porticipative style. These studies seem 1o , -
thot there is one best leadership style—one which combines democracy with high production g,y ';:
is refuted by the contingency approach which says that leadership is situational. This means rhc'rhnu
ore a number of factors peculiar to a situation which determine the effectiveness or otherwiss oim
leadership style. Important among contingency models are: Fiedler's model, Hersey and qund-,md.q
model and Robert ). House's model. :

e There are four types of factors which seem fo determine effective leadership. These are focters ;,
the leader himself, factors in his subordinates, factors in the- general situation, and factors in 4,

organisational sysfem.
Two new approaches to leadership are the charismatic approach and the transformational approgeh,
Nifish De has found that Indian managers have little faith in the capacity of workers for taking iniq.

tive and responsibility. This is one reason why worker participation in management has not becoms
very popular in India. Researchers have further revealed that the average Indian worker feels more

comfortable in nurturing than in participating relationships.

& Joint management councils have failed due to several reasons such as trade unions’ opposition, lack
of expertise of workers in management matters, hostility of middle management, and so on.

p

p

» Appendix

1. LEADER BEHAVIOUR DESCRIPTION QUESTIONNAIRE
By Edwin A. Fleishman

Ohio State University, Bureau of Business Research

This is a 48-item questionnaire divided into two independent areas of leadership called “Initiating
Structure” and “Consideration”. The first area includes 20 items and the second is made up of 28 items.
The scale is designed to find answers to the question “What does your own supervisor actually do”
All the 48 items are presented with a 5-point continuum answer scale that has scoring weights of zero
to four, depending on the item orientation to the total dimension. The highest possible score is 112 for
‘Consideration’ and 80 for ‘Initiation’.
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fuses to give in when people disagree with him.
e ;LOCS: personal favours for the foremen under him.
He

expresses appreciation when one of us does a good job.
:: is' easy to understand.

demands more than we caq do. | }
e helps his foremen in their personal problems,
SZ criticises his foremen in front of others.' .
He stands up for his foremen cven t}"lough it makes him un
He insists that everythiqg be done his way.
He sees that a foreman is rewarded for a job well done.
He rejects suggestions for changes.

He changes the duties of people under him without first talking it over with them.
He treats people under him without considering their feelings.

He tries to keep the foremen under him in good standing with those in higher authority.
He resists changes in ways of doing things.

He ‘rides’ the foreman who makes a mistake.

He refuses to explain his actions.

He acts without consulting his foreman first.

He stresses the importance of high morale among those under him.

He backs up his foremen in their activities,

He is slow to accept new ideas.

He treats all his foremen as his equals.

He criticises a specific act rather than a particular individual,
He is willing to make changes.

He makes those under him feel at ease when talking with them.,
He is friendly and can be easily approached.

He puts suggestions that are made by foremen under him into operation.
He gets the approval of his foremen on important matters before going ahead,

popular. '

Initiation

He encourages overtime work.

He tries out his new ideas.

He rules with an iron hand.

He criticises poor work.

He talks about how much should be done,

He encourages slow-working foremen to greater effort.

He waits for his foremen to push new ideas before he does,
He assigns people under him to particular tasks,

He asks for sacrifices from his foremen for

the good of the entire department.
He insists that his foremen follow standard

ways of doing things in every detail.
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to their limits.

R

(The Ohio State University Personne
The profile include
jobs. By using ques
the proportion of the

responsibility described.
(%) 1 Inspection of bservations and pe

(%) 2 Investigation and researc

(%) 3. Planning: Preparing fo

(%) 4 Preparations of proce

(%) 5. Coordination: Acts and decisions d

[1. He sces to it that people under him ar¢ working up

12. He offers new approaches to problems.

13. He insists that he be informed on decisions I
14. He lets others do their work the way they think best.

15. He stresses being ahead of competing work groups.

16. He ncedles the foremen under him for greater cffort.

17. He decides in detail what shall be done and how it shall be donc.

18. He emphasises meeting of deadlines.
19. He asks foremen who have slow groups

20. He emphasiscs the quantity of work.

nade by foremen under him.

to get more out of their groups.

Most items are answered as

1. Always
Often
Occasionally
Seldom
Never.

Wb ot

2. WORK PATTERNS PROFILE
] Research Board)

s 14 descriptions of leadership activit
tionnaire and interview methods, each person $

time spent on each activity.
h item below, please write t

ies that have been found within leadership
tudied in the organisation indicates

he approximate percentage of time spent in the

Note: Before eac
rsonal inspection of installations,

the organisation: Direct 0
personnel—for the purpose of

facilities, operations, services Or

d keeping informed.

the accumulation and
e form of written reports).

hat will affect the aims or future activities of
ervice (including thinking, reflection
with persons relating to short-term

buildings, equipments,

determining conditions an
h: Acts involving

and data (usually prepared and presented in th
r and making decisions t

the organisation as to volume or quality of business Or S
and reading, as well as consultations and conferences

and long-range plans).

preparation of information

of procedures

Acts involving the mapping
ethods for the

dures and methods:
1l as devising new m

and methods for putting new plans into effect, as we

performance of operations under existing plans. o

esigned to integrate and coordinate the activities of units
sation or of persons within units, so as to achieve the maximum overall
perations.

deration and evaluatio
on to the aims, policies, and stan

within the organi
efficiency, economy and control of 0

(%) 6. Evaluation: Acts involving the consi
data, plans, decisions or performances in relati

organisation.

n of reports, correspondenct:
dards of the
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Interpretation of plans and procedures: Acts involving the interpretation and clarification
for assistants and other personnel of directives, regulations, practices and procedures.

8. Supervision of technical operations: Acts involving the direct supervision of personnel in
the performance of duties.

3

9, Personnel activities: Acts involving the selection, training, evaluation, motivation or
W disciplining of individuals, as well as acts designed to affect the morale, motivation, loyalty,
or harmonious cooperation of personnel,
o) 10. Public relations: Act§ designed to inform outside persons, regarding the programme and
* functions of the organisation, to obtain information regarding public sentiment, or to create
a favourable attitude towards the organisation,
IR Professional consultation: Giving professional advice and specialised assistance on problems

of a specific or technical nature to persons within or outside the organisation (other than
technical supervision and guidance of own staff personnel).
0 12 Negotiations: Purchasing, selling,
%) 13 Scheduling, routing and dispatchi
sequence of operations,

%) 14 Technical and professional operations: The performance of duties specific to a specialised

profession (e.g., practice of medicine, conducting religious service, classroom teaching,
auditing records, operating machines or equipment).

(100%)  Total time spent in major responsibilities.

negotiating contracts or agreements, settling claims, etc.
ng: Initiating action and determining the time, place, and

» Key Terms

is correlated with the identification of the most

important situational factors under a given set of
circumstances.

Situational Approach to Leadership  This
approach assumes that successful leadership
is correlated with identification of the forces in
the leader, in his subordinates, in the general
situation, and in the organisational system.

Traits Approach to Leadership  This approach
assumes that successful leadership is correlated
with what the leader is, i.e. his personality traits
ond characteristics.

Behavioural Approach to Leadership This
opproach assumes that the successful leadership

is correlated with what the leader does, i.e. his
behaviour.

Confingency Approach to Leadership This
approach assumes that successful leadership

Ql?eview Questions

- What is leadership? Describe the functions of a leader.
“Leaders are not born but made.” Comment.

- “The successful leader accurately understands himself, the organisation, the individuals and the
group he is dealing with and the broader social environment in which he operates.” Discuss.
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o _ Principles of Manogement
Is lcader the same as manager? Discuss.

What factors should govern the selection of a style of leadership by a Manager)

Point out some important qualities that make for successful leadership. Dgﬁ -

empathy. 1 the cop
i o TR

Define leadership and give its characteristics.

“Leadership is situational™. Comment.

“A successful leader is not necessarily effective.” Comment.

10. What is Managerial Grid as developed by Blake and Mouton?

11. What are the important features of Robert J. House’s contingency leadership mode|

12. State the important features of Fiedler’s contingency model of leadership.

13. Give five important reasons for the failure of joint management councils in India,
14. Write short notes on:

(a) Charismatic leader

(b) Transformational leader

(c) Substitutes for leadership

(d) Pygmalion effect
15. Fill in the blanks:

(a) Whether a person would emerge as a leader or not depends on a number of

factors.

(b) trait has been found to be absolutely essential for leadership.

(c) In leadership decision-making is centralised.

(d) Individuals who believe that what happens to them occurs because of luck or chance 2.
called

(e) Job order and process manufacture require leadership.

(f) The overall experience of worker participation in management in India has been totally

o

o

R

—_

[(a) Situational, (b) No, (c) Authoritérian, (d) Externals, (e) Participative, (f) Unsatisfactory

@1’0 jects

1. Using the information in this chapter prepare a questionnaire to know about the leadership style
of a supervisor and the characteristics which he or she appears to reflect.

2. Joseph Conklin® proposes ten questions for self-examination to help you understand your mpa@
for leadership. Answer the following questions and discuss why they are important for Jeadership:

(a) How much do I like my job?

(b) How often do I have to repeat myself?

(c) How do I respond to failure?

(d) How well do I put up with second guessing?

" Joe Conklin, “What it takes to be a leader”, Quality Progress, November 2001, 83.

‘_ hetcps:/hemanthrajhemu.github.io 2



) Ho carly do 1 ask questions when making a decision? "

i) How often do T say “thank you™

) Dol tend to favour a loose or stricy interpret
p) Can | tell an obstacle from an excuse?

((i) Is respect enough? ‘ o

(j) Have 1 dispensed with feeling indispe

ation of the rules?

nsable?

L

I S

gerrine EFFECTIVE Leaversnip anp Successrue vs Errecrive Leaversurp

1, Getting Effective Leadership

tor several months, the supervisors of q |q

rge corporation have been
gvision head. Before the arrival of the

new division head,
work with equal amo

very dissatisfied with the new
the department had functioned as o
unt of leisure. The new division head
oyees should have. As one supervisor

Because of the decreased productivi
shape up their subordinates, “the axe wil

Discussion Questions

1. ldentify the leadership style of the division

2. From the viewpoint of Theory X and Y, w i w head make about the
way in which people work most effectively?

2. Successful vs Effective Leadership

was not able to do so.

Mr P. Manohar was transferred to Indore unit as plant manager. He joined the company abo.ut
eight years back as engineer lrainee and became the assistant plant manager at Hyderabad unit,
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J - Principles of Management

the biggest of the three units. Manohar was very ambitious and a litfle bit autocratic. He beliey,
in the exercise of authority and control to carry out his instructions. He was high achieye
believed in getting things done. He got quick promotions in the company.

Immediately after joining at Indore unit as plant manager, Manohar made preliminary g, .
the plant and issued instructions to all departments to reduce their expenses by five per can, Afon |
night later, he instructed the departments to increase production by ten per cent. He also instrycteg
all supervisors to strictly adhere to budgets. He introduced several new reports and watcheq "
operations very closely. He suspended two supervisors in the second month for not Meeling H\: i
budget targets. Subsequently two supervisors left the plant.

With all his efforts, the unit was very much on the right track and within six months exceedad
the new budgeted production figures by eight per cent. On setting the plant right, he was ¢q ed
back at Hyderabad unit as plant manager where vacancy arose. However, shortly after he |of for

Hyderabad, the productivity at Indore unit fell below the earlier level and the budget was agqi 2
trouble.

Discussion Questions

1. Analyse Manohar's style of leadership at Indore unit.
2. Why was there a drop in productivity at the unit after Manohar left it?
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Do LEARNING OBUECTIVES

This chapter will enable the reader to:

o Define control
» Explain the steps in a control process

+ Describe the need for and the benefits of control
« Discuss the essentials of an effective control system
o Examine the problems of a control system
s Describe the various control techniques grouped as:
(a) Past-oriented control techniques and future-oriented control techniques
(b) Market control techniques, bureaucratic control techniques and clan control techniques; and
(c) Old control techniques and new control techniques

Control is one of the important functions of management. In the words of E.F.L. Brech,' “Control is
checking current performance against predetermined standards contained in the plans, with a view to
'cnsuring adequate progress and satisfactory performance.” According to George R. Terry,? “Controlling
is determining what is being accomplished, that is, evaluating the performance and if necessary, applying
corrective measures so that the performance takes place according to plans.”

e oy
I
EFL. Brech, Principles and Practice of Management (London: Pitman, 1972),

2
George R. Terry, Principles of Management (Homewood, 1II: Richard D. Irwin, 1968) p. 543.
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A control system is needed for four purposcs:

1. measuring progress,

2. uncovering deviations;
3. indicating corrective action; and ’4?
4. transmitting corrective action o the operation. ,?
I
/

Measuring Progress / /
There is a close link between planning and controlling the organisation’s operations. We have discussed &
in Chapter 4 how in the planning process, the fundamental goals and objectives of the organisation  /

and the methods for attaining them are established. The control process continually measures progress }’d

towards goals. As Fayol® so clearly recognised decades ago, “In an undertaking, control consists in
verifying whether everything occurs in conformity with the plan adopted, the instructions issued and
principles established.” As the navigator continually takes readings to ascertain where he is relative to f

a planned coursc, SO does the manager take readings to sce where his enterprise or department is on !

the charted and predetermined coursc.

Uncovering Deviations

anisation is set into motion towards its specific objectives, events occur that tend

Once a business 0org
ull an organisation “off target” are as follows:

to pull it “off target”. Major events which tend to p
Change Change is an integral part of almost any organisation’s environment. Markets shift, new

products emerge, new materials are discovered and new regulations are passed. The control function

enables managers to detect changes that are affecting their organisation’s products or services. They
can then move to cope with the threats or opportunities that these changes represent.

Complexity Today’s vast and complex organisations, with geographically separated plants and de-
centralised operations make control a necessity. Diversified product lines need to be watched closely
to ensure that quality and profitability are being maintained; sales in different retail outlets need to be
recorded accurately and analysed; the organisation’s various markets—foreign and domestic—require

close monitoring.
Mistakes Managers and their subordinates very often commit mistakes. For example, wrong parts are

ordered, wrong pricing decisions are made, problems are diagnosed incorrectly, and so on. A control

system enables managers 10 catch these mistakes before they become serious.

Delegation As we discussed in Chapter 8, when managers delegate authority to subordinates, their
responsibility to their own superiors is not reduced. The only way managers can determine if their
subordinates are accomplishing the tasks that have been delegated to them is by implementing a system
of control. Without such a system, managers will not be able to check on their subordinates’ progress,
and 50 not be able to take corrective action until after a failure has occurred.

3 ’
Henri Fayol, General and Industrial Management (N.Y.: Pitman Publishing Corporation, 1949), p. 107.
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Manaogerlal Control - "
cating Corrective Action |

di . . . .

In -~ needed to indicate corrective actions, They may reveal, for example, that plans need to |
(.unm’r:;\m or goals need to be modified or there is need for reassignment or clarification of duties or

K

sditional staffing or for conforming to the way the work should be done.
for &

mnsmi“’-i“g Corrective Action to the Operation

. ols are needed to transmit corrective action to the operation while it is progressing so that the
O"Ut}w}nation subsystem modifies its inputs or its production plan to reduce any discrepancy or error
dsklccps the output “on course™. The thermostat is a classic example of this operating princiglc.
Thcn the room temperature drops below a desired level, the control mechanism in the transformation
:ubc\‘-tfm at once transmits this information (called “feed forward”) and the temperature begins to
-'qc}i“ it reaches the selected level *
n- Control-related information flows in most of our moder organisations also follow the above-mentioned
thermostat operating principle. They make available to the transformation subsystem at all times the
information about operating results in various forms, such as electronic impulses, written or spoken words,
reports, etc. to serve as the basic input for comparison with the standards and for automatic decision-making.
The transformation subsystem thus takes the shape of a closed loop as shown in Fig. 18.1. However, the
system is closed only in the short run. Human intervention is involved to adjust the system periodically,

according to a subjective impression of the environment. Thus, the overall system is open, but we have
closed loop control once the system is set.

Input
(Man.pmoney — 5 _Throughput Output/
and material) Transformation Goals

(Process of Operation
toward Goals)

Implementation lldentiﬁcaﬁon of Deviations

Feed forward | . Analysis of Causes of Deviations

Programme of Corrective Action

F16. 18.1 Transformation subsystem as a closed loop

A well-developed control system

e increases productivity,
¢ reduces defects and mistakes,
* helps meet deadlines,

* An automatic machinery is one which follows only a pre-set cycle of operations and cannot adjust for variations. A fridge or a

toaster is a simple example of an automatic machine. An automated machine, on the other hand, is one which is self<correcting.
By feedback it corrects itself for variations.
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facilitates communication,

improves safety,

e lowers cost, and

gives the workers control over their environment.

ESSENTIALS OF EFFECTIVE CONTROL SYSTEM

The essentials of an effective control system are as follows.

Suitable

The control system should be appropriate to the nature and needs of the activity. Controls used ip
sales department will be different from those used in finance and personnel. Similarly, a machine.-h,.
method of production requires a control system which is different from the system that s used in |aby,
intensive methods of production. Hence, every concern should evolve such a control syste f
serve its specific needs. It must also take into account the traditions of the company, the w
are administered the degree of delegation and similar other factors.

m as woylg

Timely and Forward Looking

Although an ideal control system, as in certain electric controls, should be able to detect deviations
before they occur, the same is not possible in personnel and marketing controls which always inclyge
a time lag between the deviation and corrective action. In any case, the feedback system should be ag
short and quick as possible and the information should reach the superior before it is too late to head
off failures. Also, employees, knowing that a prompt check on deviations from standards wil] be made,
are more likely to be careful in their daily work.

Objective and Comprehensible

The control system should be both objective and understandable. Objective controls specify the expected
results in clear and definite terms and leave little room for argument by the employees. The meaning
of the central data should be clear to the manager who should use it.

Flexible

The control system should be flexible so that it can be adjusted to suit the needs of any change in the
basic nature of the inputs and/or the sizes, varieties or types of the same product or service. One way of
introducing flexibility into a control system is to make the adjustments automatic. Both flexible budgets
and standard costs, for example, provide a shifting standard for expenses, as the volume of work goes
up or down. A similar type of adjustment is in effect when the sales quotas are tied to general business
activity. In all such plans, the basis for shifting the control standard is built right into the system.

Economical

Economy is another requirement of every control system. The benefit derived from a control system
should be more than the cost involved in implementing it. To spend a dollar to protect 99 cents 1S
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LItis waste. Eighty years ago this was clearly understood by the men who built Scz:;.
lmntro .hc world’s biggest retail store. In the early days of the mail-order business, the money in
no,cbu '/‘rdcﬁ was not counted. The orders were weighed, unopened. (These were, of course, the
I:,;m\i“g [‘cun;-ncy was still metallic.) Sears, Roebuck had run enough tests to know what zverazs
:;.m “hzgm:_qpond to overall amounts of money—and this was sufficient control.
'ig_hls

W

| system in order to be effective and adequate must not only detect deviations from the standards
A d)also provide for solutions to the problems that cause deviations. In other words, the syster
¢ shoul rescriptive and operational. It must disclose where failures are occurring, who is responsible
gholic: and what should be done about them. It must focus more on action than on informztion.
for EE

e and Operational

" ceptable to Organisation Members

tem should be acceptable to organisation members. When standards are set unilaterally by

he :)Ievel managers, there is a danger that employees will regard those standards as unrezsonzble
unrealistic. They may then refuse to meet them. Some control systems, specially those based on
amematical formulas, complex breakeven charts and computer printouts, are not understzandable to
Ee managers who must use them. But participatively set custom-fit performance standards for each
son reduce resistance. Status differences between individuals also have to be recognised. Individuals

who have to report deviations to someone they perceive as a lower level staff member may taking
the control system seriously. stop

Reveal Exceptions at Strategic Points

A control system should be such as to reveal exceptions at strategic points. Small exceptions in certain
areas have greater significance than larger deviations in other areas. Five per cent deviation from the
standard in office labour cost is more important than 20 per cent deviation from the standard in cost
of postage stamps. That we can quantify something is no reason for measuring it. The question is ~Is
this what a manager’s attention should be focussed on?” An auditor of a set of financial books does not
attempt to look at every entry. He has developed through experience key spots that serve as warning
posts. The purpose of these strategic points is principally to direct artention rather than to evaluate_ It
should be remembered that strategic point control is not the same as the exception principle. Whereas

the former has to do with recognising the points to be watched, the latter has to do with watching the
size of deviations at these points.

Following are some guidelines in picking these strategic points:
(a) They should be able to catch important deviations quickly.
(b) They should be practical and economic.

(¢) They should provide controls over large blocks or activities. .
(d) They should be helpful in advancing knowledge.

Motivate People to High Performance

A control system is most effective when it motivates people to high performance. Since most people
respond to a challenge, successfully meeting a tough standard may well provide a greater sense of
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accomplishment than mecting an easy
to meet, it will be more likely to discourage
may, therefore, cause the performance of organisation met

standard. However, if o target is so tough that it seems jm
than to motivate cflort. Standards that are too‘:](‘)
nbers to decline, !

SSiblq
ﬂ"lcul:

Should Not Lead to Less Attention to Other Aspects

Control over one aspect of operations should not lead to less attention to other aspects. For exap,

it controls put pressure on employees (o increase output, the quality of work, care of equipmeny, Pl,
prevention of waste should not be neglected. Similarly, overemphasis on controlling tangible ,cS:nd
should not lead to the neglect of intangible results such as cooperation with other dcpaﬂmcmléi

employee development.

Should be Periodically Reviewed and Evaluated

m should be periodically reviewed and evaluated in relation to its objectives to e
e

Every control syste
ficient the design proved to be or why it failed.

how eflective and ¢

EPS IN'A'CONTROL BROCGESS

ST

There are three basic steps in a control process:

]. Establishing standards

2. Measuring and comparing actual results against standards

3. Taking corrective action
Establishing Standards
cess is to establish standards against which results can be measured.
¢ observed, each organisation must develop its own list of key result
blished. Some key areas in all business organisations are:
personnel development, employee attitudes and public
responsibility. An executive who wishes to control a particular key area often finds that the work in
question has several characteristics. He must, therefore, determine the level of performance or “par”
for each characteristic all pars should later on part of the standard for that key area.

The first step in the control pro
Since entire operations cannot b
areas for which standards need to be esta
profitability, market position, productivity,

Guidelines for Setting Pars/Standards

1. They must be specifically determined in quantitative terms.
Pars or standards expressed in vague or general terms such as, “costs should be reduced” or

worders should be executed quickly” are not as specific as “overheads must be reduced by 12
per cent” or “all orders must be executed within three working days.” Even pars or standards in
areas such as public relations, while hard to express in quantitative terms, can be defined more
accurately by adding more specific details, about the number and type of customer complaints.
In cngincering, since there are no fixed quantities, the standard is more vairable. For example,
kY\O\‘*:’lng how the curvature of the hood of a car will relate to the air/wind resistance of that body
part is more useful than knowing a specific parameter for the curve of the hood.
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They should be accepted by the individuals involved. They must fit their expectations and group
, The)

h”bﬂ,sﬁecd to be flexible in order to adapt to changing conditions. For instance, a new salesman who
Twes to be an above-average performer should have his sales standard adjusted accordingly. Simi-
rm‘, expected delivery times need to be adjusted if the local highway is being repaired. Even so in
hﬂ';;m'pys or standards, care must be taken to prevent the subordinates from feeling that they will
srﬂch;-mged merely becduse they are consistently met. One reason for the early opposition to scientific
bcmga.:mcnt was the shortsighted practice of some managements to change an output standard as
I:»on :5 an output operator eamed more than what was considered appropriate for his job.

:l'hf" should emphasise the achievement of results more than the conformity to rules and methods.
* u‘ﬂ;ey do not do so, then people will start giving more importance to rules and methods than

t the final results. “Doing the right things” will give place to “doing things right”. This would
displace organisational goals.

e ————r——

3

yeasuring and Comparing Actual Results against Standards

The second step in the gontrol process is to measure the result and compare it with the predetermined
ors. One important point to be considered here is whether measurement and comparison are to be
gme at various stages in the throughput process or at the end. If the purpose of control is to catch
rouble while it is forming then this should be done at various strategic points before the end of the
roughput process. A fault to be avoided, however, is to allow too long a period of time to pass
hetween performance measurements. Frequency of measurements depends on the nature of the task
being controlled. Thus, quality control of items coming off an assembly line often requires hourly
monitoring because significant changes can take place any time in any run of items, But this is not so
when developing a product or appraising an employee.

Taking Corrective Action

Afier comparing the actual performance with prescribed standards and finding the deviations, the
next step that should be taken by the manager is to correct these deviations. Corrective action should
be taken without wasting time so that the normal position can be restored. The manager should also
determine the correct causes for deviation. The causes for deviation may be of different types, such as
inadequate and poor equipment and machinery, inadequate communication system, lack of motivation of
subordinates, defective system of training and selection of personnel, defective system of remuneration,
etc. The remedial action that should be taken depends on the nature of causes for variation.

PROBLEMS OF THE CONTROL SYSTEM

Unanticipated Magnitude of Change

Control systems are mostly designed to cope with changes of a certain magnitude. Certain decisions
are made regarding which of the variables in the system can change, how much they will change, and
what actions can be taken to correct these changes. The system is designed around these variables. For
€xample, management recognises that not all employees will show up each day on a production line
and that production problems will occur because of equipment or material problems.
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mative labour sources and for maintenance men or production a

A

fore, it provides for alte ; ’
\w'h;[\hcillz be calll:'d when technical problems occur. These corrective actions are programmeq by
foreman’s decision rules. But these corrective actions can work only whcp the assumptions o
e.g., when only onc or tWo employees do not show up or olnly lonc n}:at(:]hlrncdat a’umg_: breaks o
If 90 per cent of the workers go home afier lunch becausc they have had food poisoning after . n.

. . I
in the cafeteria or if the whole assembly line has to closc do.wn because of a power failure, they i
ange. The variables have gone outside the range € iy
t

very little the foreman can do to correct the ch
) may be cheaper to accept an occasional Producs:
on

ned to handle. It |
d operating a control system that
p g y can be adapted "

the control system Was desig :
of designing an

stoppage, rather than pay the cost
all potential variations.

Lack of Timeliness of Feedback

Information feedback must be timely to be effective. Time lags
Such time lags tend to slow down the adaptive process, that is,
for the control system (0 respond.

It is easy to see how time lags can develop in

particularly at higher levels in the organisation, 0
information and on written memos or directives as the correct
1o write and transmit such information. If the activity is changing rapidly,

different by the time the comective feedback reaches the activity.

in feedback can cause severe prob|
they increase the length of time it taqkn:,

a control system. Organisational control sys

fien depend on written reports for their senseg
ive feedback. But it obviously takes time
the problem will be entire}y

Wrong Information
stem is wrong, incorrect decisions are made. Some

When the information fed back to a control sy
er drops a part under the work bench and pulls a

examples of wrong reporting are: A line work
¢ recording either transaction. An inventory clerk makes an error in

replacement from stock withou

counting. A quality control department misplaces a decimal point in setting the standards for accepting
and rejecting units off an assembly line. A department supervisor decides to perform jobs in a diffcrenal
order than prescribed. Typical results are inaccurate job costing, excess inventory or stockout problem,
too many defective units being accepted or too many good units being rejected and missed due dates.
When the information is collected as a matter of routine and is not studied carefully people become

careless in their reporting.

Information Overload
Information overload is another problem in a control system. If managers at all levels receive identical
lect their immediate responsibilities.

details about any event they may be overburdened and may neg
';hhey may alsg suggest remedies before their subordinates are given an_opportunity to take action.
us, in planning a control system, one must keep in mind the qz:antft)"ahd type of information that

should reach every manager.

N Manag.emt.:m Information System (MIS) is an org
e organisation are presented with needed information in the right form and at the right time so

they are i ' .
1hch ty;::;?i'{f:::}“’_l’effo"ﬂ their tasks well. Broadly speaking, an organisation’s MIS must provide
ation required by managers at the three levels of hierarchy (first line, middle and

anised method by which managers at all levels in
that
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first line level the required information relates to operational control. At the middle level
oM “n-.tic;nl planning and control and at he top level it relates to strategic planning. Table 18.1
s f information needed at these three levels in different functional areas:

camples ©

LS

Control Activities in Different Functional Areas

PR T o Y e

New plant location, plant capacity  Product mix, Work overtime or

8.1

n Scheduling of jobs on specific
padec” second shift, Material delivery machines
Wastage and cost obgrfu_n_s_ e

., Newmarkel penatration Media planning, Sales promotion ~ Sales contacts to be mada bya ]
= salesmanin the nextweek |
‘ Atemative sources of financing  Maximum levels of credit to Actions to be taken against
= 2 s JOUSIOMETS defaulting borrowers
w Wetfare palicy | Performance appraisal Promotion | Leave recording B Wi ___J

1t may, however, be remembered that MIS s different from knowledge management which we have
~‘;-\~.d in Chapter 12. Whereas knowledg
he N

€ management is focused on information derived from the
~shsis of data, information management is focused on the data itself.

worker's Resistance

sezng the nght standards or control limits s very difficult in the ¢
sexaviour is complicated, and it is not €asy to impose controls witho

~zzrd any control system as a tool to exert pressure on them. Thus a control System must first be “sold”
xée itis introduced. Leadership and motivation are significant facto

rs in the control of human systems.
Employees dislike controls due to a variety of reasons:

in objectives, he may find the control

mechanism that pushes him toward th jecti isti
reduce waste 1f he thinks that this is
- LUnreasonable standards A pe
- mance set for him is too high. Thus, a sal

, €Sman may object to his quota or the
W2 schedule for reducing inventories.

| 3. Too many controls The conti

Imitations of previous ones. What Roethlisberger® calls “The vicious cycle syndrome” result in too
many controls which act as i . i 1

ditional contro] js going to pr

"Frz ). ROCth]isbcrgcr_ Toward a Unified Theory of Management, McGraw-Hill Book Co., N.Y. 1964, p. 54.
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resisted by the sales representative cony ineed of the importance of doveloping long-teyp, 8004
[ §

Customers, wil| Wil

< Nhort fimespan of appovival - Sometimes, people complain that the time span oF appra|

hort 1o enable a fair assessment of their performance, sl jy tog

0. Divclosure of unpleasant faces - Many people do not like controls because they foar -

their weaknesses before their peers and subordinates, There is also the fear of an unl‘u\unm.nllal”mr y

leading to demotion, cut in pay, reprimand, or dismissal, € repy)

7. Wrong persons frying to control Senior people dislike controls when they come from e

in the management hierarchy. Thus, a line person may not like being controlled by a stafr "

may say “Who does he think he '

8. Opposite social pressure People pay greater regard to the performance norms preseribed 1, ih

groups than to the formal standards set by the manager. Y their

(CONTROLTEGHNIQUES =

Control techniques are almost as diverse as the activities o ['business, The following are three importan,
ways in which they are classified:

Past-oriented control techniques and future-oriented control techniques

Market control techniques, bureaucratic control techniques and clan control techniques

Old control techniques and new control techniques

il' Juniﬂ"
L‘lSl):| nnd

1.
2.
x|

Past-oriented Control Techniques and
Future-oriented Control Techniques

Past-oriented control techniques — are also known as post-action controls. They measure results affer
the work is completed—it is post-mortem. Examples of such controls are most accounting records,
inspection of goods and services and school grade reports. These controls can be used to plan future
steps before repeating the same operation. They can also be used as a basis for rewarding, disciplining,
training or promoting individuals.
Future-oriented control techniques — are also known as steering controls or feed-forward controls, They
measure results before the work is completed, They serve as warmning-posts principally to direct atten-
tion rather than to evaluate. Examples of such controls are cash flow and funds flow analysis, network
planning, ete. which enable managers to keep a watch on an operation while it is progressing and to
see that they will have problems in such arcas as cash or on-time delivery unless they take prior action.
Mail order companies, to cite another example, have found that the weight of incoming mail gives an
early indication of the volume of business. With this warning of ups and downs in the volume of work,
they are able to adjust work assignments in order to reduce expenses or (0 make prompt deliveries of
unusually large volumes.
The two types of control we have discussed above are not alternatives to each other. Most
organisations use both these types. With a future-oriented control (which enables corrections to be made
b_cforc the system output is effected) a manager would still want to measure the final system outpul
since nothing can be expected to work perfectly enough to give the confidence that the final output
will always be exactly as is desired.
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Market control, Bureaucratic Control and Clan Control Techniques*

conim ! wchmqifi’s . establish cpnlrol by drawing comparisons of prices and profits of previous
s or of other organisations. The prices which organis
S

. ations assign to their products or services are
"ﬂ“idcﬂ'd as an accurate reflection of the effectiveness of their internal control.
e ycratic control techniques  (such as rules, policics, hierarchy of authority,
;j ical statistical reports), establish control by requiring employees to compl
o control techniques — establish control by generating trust, tradition, commitment and shared belief.
‘fmhoush all three types may appear in an organisation yet each is best suited to a particular type |
of on:‘._mis.a(ion.. Thus, market contr_ol techniques are best suited to profit organisations operating in a ' |
ampetitive environment, bureaucratic control techniques are best suited to non-profit organisations where |
cs and competitive markets fio not exist, and control techniques are best suited to matrix organisations )
nd small family-owned organisations, which should fi llow hundred per cent commitment rule.

0
old Control Techniques and New Control Techniques

0l control techniques are those techniques which hay
these techniques are financial or accounting-based directed toward the control of money. New control
wecknigues provide the kind of information that are not readily available with the old techniques. As
engineers are far ahead of managers in their abilj

| : : ty to measure what is going on, these techniques act
| s better future-oriented devices directed toward the control of time.

‘ We give below a brief description of some techniques under each category.

operating budgets and
y with them.

¢ been long used by managers. Most of

0ld Control Techniques

Budgeting As indicated in the preceding section, three essential steps in the control process include
establishing standards, comparing results with standards, and taking corrective action. In terms of these

steps, the preparation of budgets is, in effect, the step of establishing clear and unambiguous standards
of performance mostly in monetary terms.

Budgets cover a designated time period—usuall

actual performance is compared directly with the
and acted upon.

The budgeting process begins when top management sets the strategies and goals for the organisation.
Usually, lower level managers will then devise budgets for their sub-units within these guidelines
set by top management. The budgets will then be reviewed by the superiors of these managers; the
superiors will eventually integrate lower level budgets into their own budget and send it up the chain of
command for review. This process continues until the organisation’s overall budget has been approved
oy the board of directors. A budget department or budget committee may assist line managers in budget
preparation and review. C

Communication of planning premises is essential if the subsidiary budgets at lower levels are to be
prepared consistently. The production manager, for instance, must know what assumptions to make

y a year. At stated intervals during that time period,
budget targets and deviations are quickly detected

* William G. Ouchi, “A Conceptual Framework for the Design of Organisational Control Mechanisnis”, Management Science,
25 (1979),
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about wages, availability of raw materials, volume of sales, etc, Similarly, the 4

: . ales |
know about how soon and at what cost a certain new product will be ready for the mnrkml

someone must provide a forecast or guess that can be used consistently in all the Subsid;
Subsidi

nngc
LT " My

Tefoy
; . i ary | ¢,
Types of budgets  On the basis of the purpose for which budgets are prepared, they g ' U
as follows: Y be ch“jﬁtd

L. Personnel Budget It is a personnel programme expressed in monctary termsg usually f,

The personnel manager can compare his expenditures under various heads with the by (:10
sions and with those of other companies. This enables him to know whether he jg spt:m.}iginCd
low, whether be is getting his money’s worth and whether he is in danger of losing his bett

Proy;,
B high o
) : e : . CF mep,
2. Sales budget 1t is a comprehensive sales programme and plan for developing sales that ig ;
in market share. It lays down the sales potential in terms of quantity, value, period, product Ctncrcar
forecasting is the basis for preparing this budget. A sales budget is prepared by the sales ma‘na ,c _
the assistance of salesmen and market research officers. The factors to be considered for pfcc r b
sales budget are population trend, consumer’s purchasing power, price trend of the product nml'l)‘ﬂnn
competition, past sales, extent of advertising, elc. P of

Sﬂk;

3. Selling and distribution cost budget  This budget lays down the cost of selling and distribyy;

of the product during the budget period. It includes advertising cost, research and development c(llon
transport cost, etc. This budget is jointly prepared by the sales manager, advertising manager ang l;t.
distribution manager. £

4. Production budger This budget is based on the sales budget. It lays down the quantity of units y,
be produced during the budget period. The main purpose of this budget is to maintain an Optimu
balance between sales, production and inventory position of the firm. This budget is also known gg
the “output budget”.

3. Production cost budget  This budget is based on the production budget. It lays down the estimateg
cost of carrying out production plans.

Further, the production cost budget is subdivided into various sub-budgets like raw materials budget,
labour budget, production overhead budget, etc. The raw material budget lays down the quantity of raw
material required for production during the budget period. This budget is prepared by the head of the
manufacturing department. The labour budget lays down the estimates of labour requirements necessary
to carry out estimated production during the budget period. It may include both direct and indirect
labour requirements. In some cases, indirect labour requirements may be shown in the manufacturing
expenses budget instead of in the labour budget. The production overhead budget gives the estimates of
all production overheads to be incurred during the budget period. It breaks up the production overheads
into three parts, viz. fixed, variable, and semi-variable.

6. Capital expenditure budger This budget outlines specifically, capital expenditures for plant, ma-
chinery, equipment, inventories and other items. It also points out the plans concerning investment,
expansion, growth, improvements, replacements, etc. .

7. Cash budget This budget gives the anticipated receipts and disbursements for the budget period
and shows the cash position arising from it. It indicates the requirement of cash at various points of
time and helps the management in planning and arranging cash to meet the needs of the business con-
cern. Thus, it ensures that the concern never has any shortage of cash required. Cash budget helps the
management in controlling and coordinating the activities which involve receipt and payment of cash.
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,et A master budget gives a summary of all the functional budgets and shows how‘thcy I
ster bud{, ess as a whole. In other words, it is compiled from various subsidiary or functional |
‘-ch ¢ bus'\?ides detailed particulars regarding production, sales, cash, fixed assets, ctc. The need for
’tdgt 5. It met containing a summary of all the subsidiary budgets arises because business concerns
:um'aslc: t:;f%o permit the detailed planning of all the aspects of the business in one budget.

to0 14

4

cnmml' different functional budgets clearly indicate the limits Jor expenses and also the rcf'ults fo be
I ’, d in a given period. This helps the enterprise in having a planned approach for its various
ac:’ii:‘li(;s This also keeps everybody in the enterprise alert and encourages the optimum use of
ac ' |
B rCS(;: rrr(;fzsl\:e it possible to coordinate the work of the entire organisation. In devising budgets, ’
' Budgf’m take into account information provided by the sub-units of their organisation. The
Fnamgction between managers and subordinates that takes place during the budget development
m[ecr:ss helps define and integrate the activities of all members in the organisation.
3 S?pc:ce budgets are generally prepared with the consultation of managers at different lev.els, !he;y
' provide to the enterprise the fruit of combined wisdom. Lower leyel managers are motivated in
accepting and meeting budgets that they ha"ve. l_md a han.d in shaping.
4. The budgetary control brings together the activities of various de
. and this promotes cooperation and team spirit among the e
. Through budgetary control, the deviations from the

out and the management is enabled to take suitable
wastage and losses.

6. The budget system helps people learn Jrom past experience. Once the budget period is over,
managers can analyse what occurred, isolate errors and their

causes, and take steps to avoid those

errors in the next budget period. A
7. Budgets improve communication. A plan cannot be
those who must carry it out. In the process of devel
its implementation, managers can communicate thei
8. The system is easy to install. Accountin
the budget plan with actual results entai
Limitations of budgetary

-2

partments in an overall perspective
mployees.

predetermined subjective standards are Jound
corrective action immediately. This minimises

wn

put into effect unless it is communicated to
oping the budget with those responsible for
r own objectives and plans most effectively.

g records are already being compiled, so comparison of
Is no new measuring system,

control Some of the limitations of budgetary control are as under:
I Budgets are mostly inflexible and rigid and do not res

changes. In so far as they are in error, because of th
validity as a standard. A district sales manager, for
drop in sales if a truckers’ strike prevents delivery o
Budgets are of little help in handling the here-and-
useful only in analysing the past and charting the
a5 a tool to be used by management.

In a budgetary control programme people show anxiety to spcnd their current budget to the hilt so
that their budget for th

e next financial year is not reduced. They show little concemn to evaluate the
result of their spending. In fact, all their effort is directed at increasing the budget for the next year.

‘Performance’ in the budget-based organisation means the ability to maintain or increase one’s budget.

pond to internal or external environmental
€se unmanageable changes, they lose their
example, cannot be held accountable for a
f merchandise to his customers,

now problems that supervisors have, They are
future. They do not “manage”, but merely serve
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4. A good manager is discouraged from taking initiative and undertaking activitics for which Provisiop

has not been made in the budget, even though they are uscful for the enterprise. On the other hapy
(LR \

a bad manager can hide his inefTiciency behind the budget which does not examine whether |3
year's expenditure was at all, necessary and whether there were more economical alternatives o

the expenditure that could yield the desired results.
Zero-base budgeting (ZBB) Under traditional budgclling. a manager starts w'ilh the current leve]
of operation as an established base instead of re-cvaluating all programmes. This type lof budgeting
therefore, does not answer questions such as: Are current programmes c!ﬁctcnt and effective? What gy,
the alternatives? Should current programmcs be climinated or reduced in ordc!' to fuqd highcr-priomy
new programmes or (0 improve profits? T his is not so under zcro-b-asc-l')udgc(mg which is done every
year from a scratch. A manager here, is required to evaluate each item’s worth to l‘hc company, from
the ground up, and justify every rupce spent in terms of current corporate goals. It is, therefore, better

to term it as “De nova budgeting™ or budgeting from the beginning.

Cost Accounting  The cost of production determines the profit earned by an enterprise. In view of this
fact, modem management has given much importance to cost accounting and cost control. Standard
costing is one of the techniques of cost control and it is being increasingly used by modem business
concerns for the purpose of cost reduction and cost control. The objective of standard costing is the
same as that of budgetary control. The system involves a comparison of the actuals with the standards
and the discrepancy is called variance. The various steps involved in standard costing are:

1. Setting of objective cost standards for various components of cost—such as raw materials, labour
and overheads. The standards fix the limits within which the different types of expenses must be

kept.

Measurement of actual performance.

Comparison of actual cost with the standard cost laid down.
Finding the variance of actual cost from the standard cost.

Finding the causes of variance.
Taking necessary action to prevent the occurrence of variance in future.

SRR

Standard costing differs from budgeting in a number of ways:

1. Standards are set by some systematic technique and are more “objective” whereas budgets are

more “subjective”.

2. Standards refer to specific, detailed units of processes or products, whereas budgets relate to

departments and general grouping of units.

3. Standards are subject to revision less frequently than budgets.

Responsibility Accounting Responsibility accounting can be defined as a system of accounting under
which each departmental head is made responsible for the performance of his department.

Under this system, each department is made a semi-autonomous profit centre, i.e. a centre responsible
for the generation of profit. A department generates profits by “selling” its output either to an outside
customer or to other departments or profit centres in the same organisation. The prices at which one
prgﬁt centre sells its output or services to other profit centres are called transfer prices. The transfer
prices for “selling” the output of one department or profit centre to the other department or profit centre
may be fixed in anyone of the following ways:

1. Markup on actual cost Many companies just add a margin of profit of say, 10 per cent of the
process cost as the transfer cost. For example, assume that a steel company has a pig iron plant which
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to the steel plant which, in turn, supplies steel to the finishing plant. Ifnllllhc-: )
e ‘ ; ) - ' n to
jes P18 1 ppany are to be judged by the profits they eam, the pig iron plant will supply ml
: (he €O ' ‘ ) " H fNQQ g 1 1 » . N
"“‘:ﬁ of the € l l‘pr“‘c arrived at by adding 10 per cent to its process cost, This will be the purchase
WL plant atd '

o ill. Similarly, whatever the production cost of the steel plant, a 10 per cent markup
0 qteel mill. Stmlarly,
e

’!‘.‘ o LN S | Y
l‘\mi lowed on that and that would become the purchase cost of the finishing plant, Thus each
N allowe =

e all

L)

o ] show separate profits.
o WIS

ofer prices on the basis of a markup on actual cost is not a good method. This is because
18 h .
he inefliciency of one department to the other,

Atk
' Fining trat

T " wdard cost - Under this method, the markup on standard cost is allowed. Departments
s MorkiP nn‘ “:ll\’m the standard efliciency would have a lower profit since their costs would be higher
:mrLins at 1“;‘\ i ;mls. This method has the advantage of bringing out the efliciency of each department.
gun the $E27 .Jr:rcnt\disadvantagc of this method is that the ultimate sale price of the product becomes
Ho\\-ch\i'z; ::::Cf it includes the markups on standard costs for cach department,

very S

ket price. Under this method, the transfer price is fixed at a price equivalent to the one prevail-
5"‘!‘" ‘ ﬁarkct at the time of transfer. The recciving department thus pays to the selling department
pein e rice which it would have paid to an outsider seller, This is a good method because under
T;S:rxcpproﬁtability of a department as an independent unit is revealed. The only limitation of this
|

thod is that very often market prices are not available for the semi-finished output of one department
¢ . . .
?hich the receiving department is using as an input,

4, Negotiated prices In certain special circumstances, transfer prices may be fixed on the basis of
negotiations between departmental heads. ‘

}\pmﬁt centre resembles a business in miniature. Like a separate company,
that shows revenue, expense, and the difference between them, which
for a profit centre, therefore, is a basic management control
reduce all controllable expenses in order to increase the pr

Financial Statements and Ratio Analysis The Tradin
of a company are the usual financial statements which
what financial events occurred since the last statements,
by a financial statement could be the previous year, th
usefulness of these statements for applying control me

it has an income statement
is profit. The income statement
document which motivates the manager to
ofit for his profit centre.

g Profit and Loss Account and the Balance Sheet
are prepared ex post (in retrospect) to indicate
Depending on the company, the period covered
¢ previous quarter, or the previous month. The
asures is limited by the fact that they cover only

Organisation’s strengths, weaknesses and potential.

Ratio analysis seeks to extract information from a financial statement in a way that will allow an
Organisation’s performance in different areas to be evaluated, It involves selecting two significant
figures from a financial statement and expressing their relationship in ‘terms of a percentage or ratio.

The ratios most commonly used by organisations are the following:

\. Liguidity ratips They measure the company’s ability to pay back short-
els quickly into cash. In other words, they are a measure of a company’s

term debts by converting
'S the current ratjo, It is expressed by the fraction: Current assets <+ Current

liquidity. One such ratio
liabilities.
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2. Debt ratios  While liquidity ratios are used to measure a company's short-term financia
debt ratios are computed to assess its ability to meet long-term commitments, The simplest debt i \
ra "

total debt divided by total assets. This ratio tells us what proportion of the company’s asgets : tio
by its creditors. YIS 18 Oupgg
3. Profitability ratios These ratios express profits as percentage of sales or of total assets 4, d

i

the company’s efficiency of operation. A profit of 24 lakh, for example, is unimpressi
from a total sales of T40 crore or a capital investment of 2100 crore.

4. Operating ratios  Thesc ratios measure how cfficiently the manufacturing and sales are being cary:
out. Some of the more common operating ratios are the inventory turnover ratio and the 4

e a
veifitjs eriyeq

' - . = ; tﬂlal 1;-,“
turnover ratio. The inventory turnover ratio is defined as sales = inventory. For example, if 5 com :
has sales of 10 lakh and an average daily inventory of 22 lakh, it may be said to be turning OVS:,-T

ity

inventory five times. A high rate of inventory turnover is frequently a positive sign. It 5y
these assets are being used efficiently by the firm.

The total assets tumover ratio is expressed as sales + total assets. This ratio gives an indica
how effectively the firm’s assets are being used. Too low a ratio may indicate the need for ¢;
increased sales effort or possibly the liquidation of the company’s less productive assets,

The training cost per employee or the average travelling expenditure per trip or the number of
personnel staff per 100 people in the total company population are examples of ratios which throw
light on the efficiency of personnel department.

The ratio analysis comparisons can be made in one of two ways: (a) comparisons over a time
period—the present ratio compared with the same organisation’s ratio in the past; and (b) comparison
with other similar organisations or with the industry as a whole. The first type of comparison wi]|
indicate how the organisation’s performance or condition has changed; the second type will suggest
how well the organisation is doing relative to its competitors.

Return on investment Also known as the Du Pont system of financial analysis this ratio is expressed
by the following formula:

2gests thy

tion of
U‘lcr an

Sales Profit
X

ROI =
Investment (Fixed and working capital)  Sales

This ratio is computed on the basis of capital turnover (sales + investment) multiplied by eamings
as a proportion of sales (profit + sales). This calculation recognises that one division, with a high
capital turnover and a lower percentage of earnings to sales, may be more profitable in terms of retum
on investment than another with a high percentage of profits to sales but with low capital tumover.

Break-even Analysis Break-even analysis is another control device used in business firms. It involves
the use of a chart to depict the overall volume of sales necessary to cover costs. It is that point at
which the cost and revenue of the enterprise are exactly equal. In other words, it is that point where
the enterprise neither earns a profit nor incurs a loss. '

Figure 18.2 depicts a simple break-even chart for a single product of a company. The horizontal
axis in this figure identifies units of sales. The vertical axis identifies both costs and revenues. We can
easily know from this figure that 210,000 is the total revenue and ¥23.000 (approximately) are the total
costs associated with a sales volume of 1,000 units. Threrefore, at a sales volume of 1,000 units %e
should expect an overall loss of T13,000. Similarly, at a sales volume of 4,500 units we should expect
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| profit of 110,000 (45,000 in revenue minus 35,000 in ¢

0s18), Our break-even point lies at
exnctly covers the cost,

w‘\-m“ e of 3,000 units. At this point revenue
I\\\" w

707

60 |

r—-- ——— Rovenue

Profit

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

= Cosls

Varlable costs

Revenues and cosis
(thousands of rupees)
7

--------

e ————g— -

1
\ > Fixod costs

1 | », J
3 4 5 6 7
Sales volume (thousands of units)

FI1G. 18.2  Break-even chart

Break-cven analysis can be used both as an aid in decision-making and as a control device. The
specific areas where break-even analysis can help in decision-making include:
minimum sales volume necessary (o prevent a loss;

2. identifying the minimum sales volume heeessary Lo meet established profit objectives;
3. providing information helpful in making decisions on the ¢

flect of raising or lowering prices; and
4. providing data helpful in decisions to drop or add product lines.
As an aid to control, break-even an

performance at the end of a sales period. One can compare the actu
what it should have been according to the break-cven analysis,
The following are the two difficulties of d

1. identifying the

.

alysis provides one more yardstick by which to evaluate company

al profit of the past period with

rawing a break-even chart for a multi-product firm:
(a) Abreak-even chart with the X-axis measuring “units sold”

cannot be prepared, since many unlike
types of products are sold by the same firm,

(b) A break-even analysis becomes difficult also because the firm might be selling many products

with different profit margins. T

However, a series of break-even charts can be made to show the results

of sales of different product
mixes. Break-even charts of the sales of the individual products are also

useful.

Audit  Audit is a very common control technique used in financial management. Internal audit is
conducted by an internal auditor who is an employee of the organisation. He makes an independent
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ddition, he appraises company’s policies, plan
s, and

appraisal of financial and other operations. Ina )
he policies or plans and gives suggestj,,
NS for

management performance. He pinpoints defects in t
climinating the defects. As internal audit is conducted regularly, it keeps the employees always alen,

External audit is an independent appraisal of the organisation’s financial accounts and statemey,
The purpose of external audit is to ensure that the interests of shareholders and other outside pan'ha
connected with the company arc safeguarded against the malpractices of the management. The mer:
auditor is a qualified person and he has to certify the annual profit and loss account and by, I
sheet after careful examination of the relevant books of accounts and documents. In case the emmcc
auditor is negligent in performing his duties or becomes party to any fraud or error committed by t}?]
management, he will be liable under both civil and criminal laws. .

Marketing audit examines six major components of the company’s marketing situation. These ar,.

ing organisation, marketing strategy, marketing planning and Comroi

marketing environment, market
systems, marketing functions and marketing productivity.

Personnel audit is a systematic and comprehensive analysis of all activities and the result of ,
personnel programme. It ensures a complete review, at regular intervals of the effectiveness and utility
of the various personnel functions and activities, policies and procedures.

Reports A major part of control consists of preparing reports to provide information to the management
for purposes of control and planning. The following are certain types of reports which are prepareg

and submitted to the management regularly.

1. Top Management
(i) Profit and loss statement
(ii) Balance sheet
(iii) Position of stock
(iv) Cash-flow statement
(v) Position of working capital
(vi) Capital expenditure and forward commitments together with progress of projects in hand
(vii) Sales, production and other appropriate statistics

2. Sales Management
(i) Actual sales compared with budgeted sa

(a) products;
(b) territories;
(c) individual salesmen; and
(d) customer.

(ii) Standard profit and loss by products
(a) for fixing selling prices; and
(b) to concentrate sales on most profitable products.

(iii) Selling expenses in relation to budget and sales value, analysed by

les to measure performance by

(a) products;
(b) territories;
(c) individual salesmen; and
(d) customers.
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. Bad debts and accounts which are slow and difficult in collection.
n: gtatus reports on new or doubtful customers,
(v) 2%

n,ducn'cm Management
'; pover: Price variations on purchases analysed by commoditics.
() UK i
To Fm\‘nlml

2) opcmtional efficiency for individual operators, duly summarised as department averages
:i,) Labour utilisation report and causes of lost time and controllable time

(¢) Indirect shop expenses against the standard allowed
() Scrap report.
7o Works Manager . |
() Dcpanmcm opcmlmg.stalemcnt |

(b) General works operating statement (expenses relating to all works expenses not directly

allocable or controllable by departments)

(c) Plant utilisation report

(d) Department scrap report

(¢) Material usage report.

4. Special Reports

These reports may be prepared at the request of the management accountant or the manager. The
necessity for them may arise on account of the need for a more detailed information on matters

of interest first revealed by the routine reports. Some of the matters in respect of which such
reports may be prepared are:

(a) Taxation, legislation and its effect on profits

(b) Estimate about the earning capacity of a new project
(c) Break-even analysis

(d) Replacement of capital equipment

(e) Special pricing analysis

(f) Make or buy decisions.

|
|

Some important considerations in drawing up these reports are as follows:

Information Quality - The more accurate the information, the higher its quality and the more securely
managers can rely on it when deciding what action to take. However, the cost of obtaining information
increases as the quality of the information desired goes up. How accurate the information needs to be

will vary with the situation. But, in general, information of higher quality that does not add materially
0 a manager’s decision-making capability is not worth the added cost.

Information Timeliness The information provided by a report must suggest action in time for that ac-
tion to be taken. Just when information is considered timely,

example, reports destined for top-level managers to monitor
considered timely if they arrive at quarterly intervals. The co
not be justified, since long-range plans are neither reviewed nor modified at such frequent intervals.
However, middle and lower level managers responsible for ongoing operations and activities may need
2 weekly or even daily report on machine downtime if delays are to be minimised. The quality control
Mmanagers must get a daily or weekly report on all customer rejections. On a monthly or quarterly basis,
such information would merely be ancient history and would be of no value to the manager.

however, will depend on the situation. For
progress on long-range objectives may be
st of making them available weekly would
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Timeliness may also be determined by company policy or by events rather thap by th
Information on inventory, for cxample, is provided to the manager responsible for recordip " Sl :
a previously established minimum level for the inventory is being approached. Requiring infeonly Wwh
calendar basis—such as every week—when inventory levels for most items are wel| above lhnEO on,
point would usually not be worth the added cost, since action would not be implied by (he inler:nat'

ion,

Information Quantity and Relevance A report that provides too little information can be ineffecy:

because it may lead managers to make wrong or late decisions that worsen problems insteq d ‘;Clwe,
ing them. Conversely, a report that provides managers too much information can also pr0ve(i) .
tive because that may not isolate what they need from a flood of irrelevant facts and figures :eﬂ'ec.
report should fill or evaluate information so that only the most relevant information is suppli;:d to

appropriate manager. In addition, a good report should condense information, so that what s rel -
may be absorbed in a short period of time. Vant
Gantt Chart Figure 18.3 is a sample Gantt chart, sometimes referred to as a bar chart, employeq

plan and track jobs on the shop fioors. The chart is named after Henry C. Gantt. The example indim:
that job A is behind schedule, job B is ahead of schedule and job C has been completed, after 3 delayeq
start for equipment maintenance. Note that whether the job is ahead of schedule or behind schedy]e is
based on where it stands compared to where we are now. In Fig. 18.3 we are the end of Wednesg,
and job A should have been completed. Job B has already had some of Thursday’s work complete:
This information can be used to schedule overtime and to shift workers from one job to another

Start of an activity
End of an activity  Activity time

Job | Monday | Tuesday |Wednesday| Thursday | Friday —
et / : I 1| Schedule allowed
— B
vV
X

Actual work progress

A FPE L Point in time whers chartis
. reviewed
B ‘ ] Time set aside for non production

activities e.g. repairs, routine
maintenance etc.

M
W

FiG. 18.3 CGantt Chart

Standing Orders, Rules, Limitations Standing orders, rules and limitations are also control techniques
used by the management. The manager who authorises his subordinates to make certain decisions or
delegates some of his powers, lays down the limits for them. Limits may be decided on the basis of the
nature of work and status of the subordinate. Standing orders are issued by the management and they
are to be observed by the subordinates. They may be concerned with the rules, regulations, discipline,

procedures, conditions, timings, etc.

Personal Observation A manager can also exercise fruitful control over his subordinates by observing
them while they are engaged in woik. Perscnal observation helps the manager not only in knowing the
workers’ attitude towards work but also in correcting their work and methods, if necessary. Moreover,
when the worker knows that he is being observed by his superior, he will be alert and will not waste
his time. But in some cases he may also resent being observed and may develop resistance. In any

case, this method is very costly and cannot work in large concerns.
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contro! Techniques
eW

nniques which are of recent origin do not markedly overlap the traditional control devices,
hese ttf_dc the kind of information not readily available with the traditional methods. Therefore,
\\

put P“;‘ ese control techniques are used, it is usually in addition to the control devices described in the
! .
“'hi:diﬂg section.
('

qd CPM  The two major techniques under this heading are PERT (Programme Evaluation and

P .réchhnique) and CPM (Critical Path Method). Both techniques were developed independently, ‘
Rf“c“h virtually at the same time, around 1957-58. PERT was first developed for the US Navy in t
‘“houg'on with the Polaris weapons system and is credited with reducing the completion time of the §
n‘":;:]l me by two years. CPM was developed jointly by Du Pont and Remington Rand of USA in
pros o facilitate the control of large, complex industrial projects.
ardet :h PERT and CPM are primarily oriented towards achieving better managerial control of time spent
‘ Bompleli“g a project. Under both the techniques, a project is decomposed into activities and then all
‘“C.o-ties are integrated in a highly logical sequence to find the shortest time required to complete the
’cg‘; project. The main difference between PERT and CPM lies in the treatment of time estimates.
;HERT was created primarily to handle research and development projects in which time spans are hard
o estimate with any degree of accuracy. Consequently, PERT time spans are based on probabilistic
«stimates. CPM, on the other hand, is usually concerned with projects that the organisation has had
some previous experience with. Time estimates, therefore, can be made relatively accurately.

The use of both PERT and CPM has spread rapidly today in controlling fime-critical projects such
s reinforcing a weak dam, constructing a building at an Olympic site or completing contracts that

include penalty payment clauses. Many companies, make use of these techniques for working out the
cost estimates of a project also.

Steps involved in developing the network Both under PERT and CPM, the purpose is to divide the
project into a number of operations and then to draw a picture of the order in which and of the time

when these operations should be started and completed. This picture is known as the Project Graph or
Amow Diagram. The following steps are invoived in drawing this diagram:

I. The first step is to break down the whole project into a number of clearly identifiable activities

and events. An activity is the actual performance of a task. Each a

ctivity requires some time
and resources for its

completion. The commencenient or completion of an activity is called an
event. An event is that particular instant of time at which some specific part of a plan has been

achieved. An event does not signify any expenditure of time or resources. Any two events are

always joined by some activity. The preceding event is called the “tail event” and the following
is called the “head event”.

Once the list of various activities is ready, we have to examine each activity in relation to the
other activity and ask ourselves the following questions:

(1) What other activity/activities must be completed before this activity can start (precedence)?
(i) What other activity/activities can be done while this activi
(iii) What activity/activities cannot start until after this activity is done (subsequence)?
- The next step is to draw the diagram portraying the precedence, concuirence and subsequence of
all activities and events. On this diagram, all activities are shown by arrows and all events are
shown by circles. The diagram also tells us the time required for the completion of each activity.

ty is being done (concurrence)?
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In CPM diagrams, a single time estimate is written against each activity. In PERT, howey,
activity is assigned three-time estimates (optimistic, most likely, and pessimistic), pluys :rf’-
which is a weighted average of the other three. The optimistic time is the shortest time the !
should take if everything goes well and no mishaps occur. The pessimistic time is the |
time the activity could conccivably take when everything that could go normally WmHO"E'é‘St
wrong, barring outright catastrophe. Most likely time is the time the activity should mkegugoes
normal circumstances. Generally the three time estimates for each activity are combineq ; i
weighted average, called expected activity time. This is written below the other three enim:tto a
4. Finally, the critical path is determined. The critical path is the longest path through the nemes,
in terms of the amount of time the entire project will take. It indicates a series of activities w]-,?’k
must be done in sequence and which will take longer than the other sequences of jobs thay cl:h
go along simultancously. It is critical because the time spent on the activities that lie along lhi:

path must be shortened if the total time of project is to be
shortened. For example, if in a project three activities A,
B and C are to be completed, of which activities A and 6

B (requiring six days and three days, respectively) can
simultaneously be carried out but activity C (requiring B
two days) can start only on the completion of the first 3
two activities, then the critical path would be along the
activities A and C as shown in Fig. 18.4. FIG. 18.4 Critical path

If A takes six days, and B three days, the shortest elapsed time to reach event 1 when activity C can
start would be six days. Thus there is no point in spending money to expedite activity B but there may
be a good reason for expediting A if the total time is to be shortened.

Paths other than the critical path are called sub-critical. The difference in length (time) between the
critical and a sub-critical path represents the cushion for the sub-critical sequence and is known as the
slack or float. It indicates that there is extra time available for activities along the sub-critical paths |
while those lying along the critical path are in progress. If the activities lying along the critical path
can be speeded up sufficiently, the slack time along other paths may disappear, and the critical path
may change. One of the ways in which PERT and CPM provide for completion time to be reduced is
to find ways to transfer resources from activities on the sub-critical paths to activities on the critical
paths. Jobs that have slack time can be delayed without affecting completion dates; so manpower and/
or funds can be shifted to jobs that are critical.

Example:  Table 18.2 provides the relevant information about a pipe installation project:

Once the crew is assembled, it can proceed to deactivate the pipe, erect the scaffold, and remove the
old pipe, which will take five days - all if the scaffold is erected while the deactivation is in progress.

But making the drawings will also take three days. The new pipe and valves cannot be ordered un?ll
the drawings are completed, and obtaining pipe and valves and doing the fabrication necessary will
take five more days, or eight days altogether. So there would be no point in expediting the removal of
the old pipe since there is a few days “float” (extra time) for this part of the job. But a day could be
sliced off the elapsed time by putting more men on the fabrication because the valves will be ready
for installation four days after the drawings are complete. Also, since the new pipes will not be ready
for installation for eight days, there is no reason to take the old ones out of service on the first day;

deactivation need not begin until the third day.

N0
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2 Work Detail of a Fipe Installation Project
18. :

1
{-2 Make the drawings x|
i-5 Deactivate pipeline 1
2-3 Rrocure pipe y,
2-§ Procure vaives : 4 1
3-6 Fabricate pipe 2
4-8 Erect scaffold 3 3
5-6 Remove old pipa 2
g7 Instal new pipe 6
8-9 Insulate 3
7-8 Pressure test ' 1 e
8-10 Start up 1
9-10 . Remove scaffold 2 T

We assume that the time given is more or less accurate as it is based on a good amount of past
experience. A CPM approach will, therefore, be used.

From the above information we can construct the network as shown in Fig. 18.5.

Note:  Broken lines show dummy activity which neither requires any time nor any resources. It

merely shows the theoretical dependence of a certain operation on the other operation although in
practice the two operations may be carried out simultaneously.

Pipe 3

Drawing

) Crew () Deactivate =~ Remove
( } 5 .
\ 1 pipe 2

N 3 Install
N Scaffold pipe 6

FIG. 18.5 Arrow diagram of a pipe installation project

1.11 Fig. 18.5, the critical path is 0-1-2-3-6-7-8-10-9. The total completion time for the enti
Project determined by this path is 19 days. If events on the critical path are delayed, then the enti

Project will be delayed, and the scheduled completion date will not be met. Jobs 1-5, 2-6, 4-5, §5-
and 6-9 are sub-critical, They contain some slack or float time.
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i
|

Uses of PERT and CPM
|
‘ 1. It ensures actual planning. In PERT, a manager is forced to plan. He is required to identjf
l
|

key events and activities and their sequencing and inter-relationships. He is also required Al
Pro

all possibilitics, uncertaintics and pitfalls to compute the most likely time. Therefore, i
incompetent or a non-planner, he cannot hide, his incompetence for long. » 1 he jg
2. It makes every manager fully aware of his responsibilities. Every manager comes to knqy,
precise start time for his work, its cost requirements and its relationship with other workg the
3. It ensures improved management of resources. This is largely accomplished by transi:c :
| resources from the sub-critical paths to the critical path. It is termed trade-off of resourceg o
! 4. It facilitates improved decision-making. Management can simulate the effects of 3|lcrr;ar
| decisions on paper or on a computer instead of tampering with expensive operations. e
5. It facilitates future-oriented control. The network needs are constantly reviewed and updateq
the basis of feedback from the lower levels of management, This ensures advance actiop a::;
management by exception at upper levels.
6. It ensures simultaneous performance of different parts of the work. This shortens the tota] time

required for the project.
Limitations of PERT and CPM

1. They are suitable mainly in cases where time is the essence of a programme or where cost ang
time are so related that by controlling time, cost is controlled.

2. Estimates of time, cost and events are seldom available with the precision required for effective
control through PERT. Errors in estimates of the numerous interlocking points of the chart may
add up to a situation to make the PERT chart erratic and unreliable as control technique.

3. PERT has a limited application to one-time non-repetitive projects. It does not help control in
continuous processing and production because once a recurring sequence of events is clearly
established a continuing control becomes unnecessary. Used with very complex projects, it
is claimed that PERT becomes expensive, reports become complex and difficult to tailor to
management levels, and the effective trade-off of resources is troublesome.

Statistical Process Control Charts Since goods coming out of a production process always vary
in specifications, it is significant for the manager to distinguish tolerable minor variations from major
variations which require process correction. Tolerable minor variations are those which are inherent
in the process and cannot be controlled. Thus, inputs may vary or the transformation process may not
be repeated in exactly the same way or there may be imprecision in the measurement of the quality of
products. All other variations are major variations which warrant process correction.

Statistically computed ‘upper control limit” and ‘lower control limit’ lines on these charts make the
above distinction clear. All random samples of measurements falling within these limits are supposed
to differ from each other due to inherent causes and suggest that the process is in-control. Conversely,
observations falling outside these limits suggest that the process is out-of-control and they warrant
further investigation to see if some special cause can be found to explain why they fall outside the limits.

Employee Relation Index This is a quantitative technique of measuring the overall effectiveness of
the entire personnel programme. In this technique a personnel index is prepared taking into account
a number of strategic items such as absence, separation, visits to dispensary for occupational disease,
suggestions made by employees through suggestion system, formal grievances, work stoppages, etc.
These items are given weights according to their importance. An employee relations index of 100
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: industrial relation : : :
s 0 ,{.,.:g: :n s, of below 100 poor industrial relations and of above 100 good
; 10NS.
;.\mﬂ reia
v

~_4n Resources Accounting It is no
’ 1 .
o manly on capital asset ratios sucl

a 11

, human resources a
¢ value of the human assets in the company’s ba

i The following poem by Webster (The Value of a Balance Sheet) highlights the need of the human | |
et being shown in a company’s balance sheet.

lance sheet.

“Though your balance sheet is a model of
what balance sheets should be;
Typed and ruled with great precision in g
type that all can see;

Though the grouping of the assets is
commendable and clear:

And the details which are given more
than usually appear;

Though investments have been valued at
the sale price of the day;

And the auditor's certificate shows everything
OK.;

One asset is omitted—and its worth
I want to know;

That asset is the value of the men who
run the show.”

In India (as in man

y other countries), the law does not demand the value of the human asset to be
refl

ected in the company balance sheet. This injects an air of illusion and unreality into the quality
of the balance sheet and the auditor’s certificate that it shows a true and fair view of the company’s
sate of affairs. The fact is that a balance sheet that does not reveal the current value of a company’s

human assets does not, to say the least, portray the true and fair

picture of the company’s affairs. This
i

s because the present and future eamnings of a company always depend upon the quality of its human
organisation. To understand this, we may think of two companies in the same business. Both are of the

same size and have identical equipment and technology. One, however, has a greater potential for fum
®amings because its personnel are superior to the other with regard to such variables as the following:

L. Level of intelligence and aptitudes
2. Level of training

3. Level of performance goals and motivation
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- Quality of leadership

- Quality of communication—upward, downward and lateral
- Quality of decision-making

- Quality of control process

. Capacity to achieve effective coordination.

00~ N n e

One should, however, remember that it is not always casy to compute the valy
in an organisation, Computation is not difficult in those cases where the task o
quantitatively measured. But difficulty arises where the nature of the task and i
as in the case of, say, public relations or research or when the task falls
planning, decision-making or leadership.

The following methods are generally used to compute the value of human resource

(a) Valuation at cost  Under this method, the employees of an organisation are evalya
of the cost which the organisation has incurred in selecting and training them. It shoy
under the traditional accounting system, this cost is treated as a revenue expenditure a
the profit and loss account. But in human resources accounting,
as an asset on the balance sheet.

€ of the humgy, as

f an employee ¢y 1"
: ts impact js i
in the sphere of Mana

nungibk‘
8Cmeny__

S Ora Conum.

ted on the basi.;
]d bc noted [hax
nd IS Charged to

this cost is capitalised and is showp

(b) Valuation at economic cost  Under the first method, the human asset is shown in the balance
its historical cost which is not enough if the balance sheet is to serve as a health chart of the org
It is essential for this purpose to show all assets (including the human asset) on the balance sh
economic value. This is the capitalised value of future benefits expected from each asset. The present
capitalised value of every employee in an organisation can be found out by estimating his remaining fypyre
earnings from employment (assuming the present promotion policy and pay scales to be constant) and
then discounting them at the appropriate rate of interest. The aggregate of such present discounted valye
is then shown as the value of the human resources assets on the balance sheet. It is however questioned
as to how the capitalised value of future expenses can be an asset? It is the value of the

benefit expected
to accrue that should be capitalised and not the amount to be spent for the use of the asset.

(c) Valuation at replacement cost Employees can also be valued at their replacement cost, i.e. the
amount which will be needed to replace them completely. It should be noted that it is always impossible

to replace the present personnel by a new set of people and still have the same organisation. Also, it
is difficult to put an accurate figure to the cost replacing an individual.

(d) Valuation at opportunity cost Under this method, employees are valued at just how much the

other competing organisations would bid for them. The sum of the highest bids for all employees
indicates their worth.

sheet at
anisation_

(e) Valuation at excess profits  Under this method, the excess of company profits over the industry aver-
age is considered as solely attributable to its employees and is, therefore, credited to them as their worth.

() Valuation according to attitudinal index Under this method, an employee attitude index is first
calculated. It is then multiplied by the wage bill under the premise that the resulting figure will show
how much of the investment in the employees is being returned by them to the company. The problem
here is that the employees can project a favourable attitude to lift their value.

Benchmarking This technique involves a comparison of selected performance indicators of an

organisation with those from different organisations, typically in the same industry, or with comparable
organisations that are considered “best in class™.
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yisual controls

508 kers so that one can understand the status of the system at a glance. If a machine goes down,
“l\r -

¢ is defective or delayed, immediate action can be taken. The following are some examples of

| controls are indicators for tools, parts and production activities that are placed in plain sight of
controls

i e of control.
l B

1.

L5 ]

=

oW

. Andon  Those days are gone when defective

shadow Tool Boards  These are boards on which a shadow of each tool is painted to denote to
the worker a clear standard for each tool to be hung in a certain place. A vacant place on these
poards immediately wams the worker about the breach.

Kanban In the case of stop-and-go procedures such as medicine makers. cloth producers, etc.,
who go for a time on one size, style, model, or chemical, then
over to run another, massive quantities that build between chan
material and specially the finished goods pushed out well in
great concern. All are forms of costly waste. Just-in
dominant precept for treating the ailment. This requ
in small quantities to meet specific customer need

In this type of production instruction cards (called Kanban in Japanese) or containers signal to
the assembler at each preceeding step the need to replenish the parts to his subsequent assembler.

The signal begins from the end assembler and continues cascading backwards to the beginning
of the manufacturing cycle.

shut down for a complete change
ges—the raw and semi-processed
advance of customer needs, are a
-time (JIT) pull or lean production is the only

ires producers to produce and deliver products
s.

production, on being noticed, was simply labelled
time and another department. Now, there is increasing
rst time. Andon refers to a visual control technique which
on operation A being stopped due to some quality problem signals all subsequent operations to
stop on the conveyor-paced production line. The signal is usually in the form of red lights with
accompanying music or an alarm. The red light goes on automatically when the problem is so
severe that the whole production must shut down. Sometimes the assembler himself may hit the

red light switch, causing the conveyor to stop. In both cases, the purpose is to summon fast help
from maintenance to get production going again.

An assembler whose production has been slowed down by some problem
assembler not keeping up) wams to the yellow light which is the signal t
assembler to come and help. The light tells the others they are going to be sl

yellow light approach not only gives people the chance to explain real caus
explain right when the event occurs, so there are no questions about bad m

and set aside to be repaired at another
importance of building things right the fi

(e.g., the preceding
o the roving master
owed down, too. The
es; it also helps them
emories and guessing.

» Summary

Control is a very important process through which mana
Planned activities. It involves three basic steps: (a) estab
comparison of results against standards; and (c) taking

gers ensure that actual activities conform to

lishment of standards; (b) measurement and
corrective action.

A control system is needed for four purposes: (a) to measure progress;

(b) to uncover deviations;
lc) to indicate corrective action; and (d) to transmit correclive action to th

e operation.
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s Mos! control methods can be grouped into two basic categories: steering controls
performance deviations before a given operation is completed, and postaction co;ul
past experionce is applied to future operations.

which d”'m
rols in Which

s For a control system 1o be elfective, it must be suitable, forward looking, objective flexible
’ .
’

cal, prescriplive, acceptablo, motivating and focused on strategic control points CONGmM;.

w A control system may fail if (a) the magnitude of change (which forms the basis of control) far e,
the anticipated amount; (b) there is o communication barrier; (c) thare is time lag in fc:;?:d’
ck;:

(d) there has been somo mistake in setting the standards; (e) there is resistance from the employng,

s All control techniques can be broadly divided into two: old and new. Budgeting is the most v
used among the old techniques. Budgets have both advantages and limitations. Their cdvcwrlde,y
\ are that they improve coordination and communication, boost motivation and morale and in: .y
learning from past experience. Their disadvantoges are that they are rigid, inflexible, ay iy
and curb the initiative of a good manager. Other old techniques are standard costing, rc;spo;n;i?:ra
accounting, financial statements, ratio analysis, break-even analysis, internal and externql ouc;'»’
reports, rules and personal observation. W

@ The new control techniques are PERT, CPM and Human Resources Accounting. PERT and CPM illystrgss
the tasks involved in a project, the time (or cost) it will take to complele them and the interrelationships
between those tasks. In this way, a project can be planned and integrated more efficiently, and the
project completion date (or cost] can be determined and controlled more easily.

s Many corporations nowadays are realising the need to prepare and present reports about the current
value of their employees. This is known as human resources accounting.

s William Ouchi classifies all control techniques into market, bureaucratic and clan control techniques
which are respectively suited to profit, non-profit and family organisations.

» Key Terms

Standard It is a specific measurable outcome is defined as the path with zero slack

in a key area, which serves as the basis for time.

evaluating performance in that area. Slack Time For some activities in a project,
Break-even Foint It is that point on the break- there may be some leeway in, when an
even chart where the cost and revenue of the activity can start and finish. This is called the
enterprise are exactly equal. slack time in an activity.

Internal Audit It is an audit of accounts, Closed Loop System A closed loop system is
an evaluation of the application of policies, one in which the information and output data
programmes and methods, and the attainment are looped back up the system for necessary
of objectives in a fairly broad area of correclions.

operations, done by the company’s auditor on
a confinuing basis.

Critical Path  This is the longest sequence of
connected acfivities through the netwark, and

Zero-base Budgeting This is a budgeting
process which requires each manager to

justify his entire budget from scratch [i.e.,
zero base), thus providing the framework
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king priorities and replacement of

: Gantt Chart  This is a visual description of
o fe't;gmmmes for old programmes having the current status of a job. The chart reveals
eV P olve. which jobs are lagging behind the normal
jowe!

rate of progress.

Qfﬁ""ew Questions

[
| Explain the basic steps in the control process.

7. What are the two main types of control? How is each type used? Which is more important and
why?

3. What are the essentials of effective contro] s
important?

ystems? Which essentials do you think are most

4. What is meant by budgeting? How are budgets drawn, approved and revised? What are the func-
tional and dysfunctional aspects of budgets?

5. “Budget making is primarily a planning process whereas its administration is a part of control-
ling.” Elaborate.

6. What are non-budgetary control techniques? Describe any two of them.
7. What is ratio analysis? Describe some im

portant ratios used by organisations for the purpose of
control. How far is ROI a measure of organisational efficiency?

. Explain the purposes for which break-even analysis is used.

How are PERT and CPM networks developed? What is critical path? How is it determined?

“Just as planning, controlling should also be a dominantly forward-looking function.” To what
extent is it possible?

11. Write short notes on:
(a) Need for control
(b) Problems in the control process
(c) Responsibility Accounting
(d) Human Resources Accounting
(¢) Special Reports.

10.

12. Indicate whether the following statements are TRUE (T) or FALSE (F):

(2) Future-oriented and past-oriented controls are alternatives to each other.
(b) The budget which gives the summary of all functional budgets is called Master Budget.
(¢) Full expansion of the term PERT is Performance Evaluation and Research Technique.

(d) Full expansion of the term CPM is Control Procedure Method.

(¢) Critical Path in a CPM diagram is always the shortest path in terms of time the entire project
will take.

[@)F, b) T, (c) F, (d) F, (e) F]

13. Here is a CPM network with activity time in weeks:
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(a) Determine the critical path.
(b) How many weeks will the project take to complete?
(¢) Suppose F could be shortened by two weeks and B by one week. How could this effect the
completion date?
[(a) Critical path 1s A-E-G-C-D, (b) 26 weeks, (c) No difference in completion date.)

14. The sales manager of a soap company complained, “I cannot draw up a sales budget until I kngw
how much the products will cost us so I can estimate price and sales volume.” The productioy
manager asked, “How can I draw up production budget and give the sales manager the data ha
wants until he gives me an idea of what sales volume to plan for?”

How would you resolve this apparent stalemate in the preparation of departmental budgets? l

_q)rojects

1. Talk to individuals that you know from some local organisations (companies, schools, government
agencies, etc.) about their organisation’s control system. What factors do they attribute to either
the success or failure of their organisation’s control process?

5 “Even the most detailed and automatic closed-loop systems are open in the ultimate sense.” Do
you agree? Give reasons for your answers.

e C A &

Ensuring Errective CONTROL SYSTEM

Parmeshwari Prasad, Superintendent of the Green Roadways Company is incharge of the operation
and maintenance of all company buses. The company has over 50 buses which operate on 8 long-
distance routes in the country. Because of recent complaints, Prasad is concerned about controlling the
quality of service provided to bus travellers. Schedules, setting of fares, and replacement of equipment
are outside Prasad's jurisdiction; instead his attention focuses on bus drivers, garage crews, and

the few people working at the main terminal. Assume Prasad has asked you for recommendations
for a control system.

Discussion Questions

1. What “control points” do you suggest to be used?
2. How should actual performance at these points be measured?
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