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Unit I 

1
Introduction to Organizational Behavior

Like other inputs into an enterprise, the human beings employed by that enterprise constitute a resource -- in this case, a human resource. Other resources must be managed to ensure both the efficiency and effectiveness of the organization. It takes economists, accountants, and financial analysts to understand and utilize the firm's monetary resources. 

Similarly, technologists, engineers, and trades people serve to help management utilize the firm's material and production facilities efficiently. It is the role of the Human Resource Manager, and others, skilled in the analysis of human interaction with the work environment, to assist management in the proper utilization of human resources. 

The study of Organizational Behavior facilitates the process of explaining, understanding, predicting, maintaining, and changing employee behavior in an organizational setting. To facilitate the study of Organizational Behavior, we look at human behavior in the organization from three perspectives. 

1.  First, we examine human behavior from a psychological perspective. This level of 

analysis will permit us to examine human traits and characteristics with a view to 

understanding how elements of personality may influence an individual's responses to his or her organizational environment. 

2.
Second, we look at how individuals interact in small group or team environments (a

sociological perspective).

3. 
Finally, it will be necessary to examine the impact of larger or wider organizational 

factors on the individuals within that organization. 

In summary, to understand behavior in the organization, we must examine the interaction of individuals with the various factors the individuals encounter in that organizational setting. The behaviors  encountered in the  organization are,  of  course,  very  diverse. The  diversity  of personalities  interacting  with  varied  organizational  environments  results  in  considerable variation in associated behavior. 

2
Foundation and Background of OB

The Greek philosopher- Plato wrote about the essence of leadership. Aristotle addressed the 
topic of persuasive communication. The writings of 16th century Italian philosopher Niccolò 
Machiavelli laid the foundation for contemporary work on organizational power and politics. In 
1776, Adam Smith advocated a new form of organizational structure based on the division of 
labour.  One  hundred  years  later,  German  sociologist  Max  Weber  wrote  about  rational 
organizations and initiated discussion of charismatic leadership. Soon after, Frederick Winslow 
Taylor introduced the systematic use of goal setting and rewards to motivate employees. In the 
1920s, Australian-born Harvard professor Elton Mayo and his colleagues conducted productivity 
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studies at Western Electric's Hawthorne plant in the United States. 

Though it traces its roots back to Max Weber and earlier, organizational studies is generally 
considered to have begun as an academic discipline with the advent of scientific management in 
the 1890s, with Taylorism representing the peak of this movement. Proponents of scientific 
management held that rationalizing the organization with precise sets of instructions and time-
motion studies would lead to increased productivity. Studies of different compensation systems 
were carried out. 

After the First World War, the focus of organizational studies shifted to analysis of how human factors and psychology affected organizations, a transformation propelled by the identification of the Hawthorne Effect. This Human Relations Movement focused on teams, motivation, and the actualization of the goals of individuals within organizations. 

Prominent early scholars included Chester Barnard, Henri Fayol, Mary Parker Follett, Frederick Herzberg, Abraham Maslow, David McClelland, and Victor Vroom. 

The Second World War further shifted the field, as the invention of large-scale logistics and operations  research  led  to  a  renewed  interest in  rationalist  approaches  to  the  study  of organizations. Interest grew in theory and methods native to the sciences, including systems theory,  the  study  of  organizations  with  a  complexity  theory  perspective  and  complexity strategy. Influential work was done by Herbert Alexander Simon and James G. March and the socalled "Carnegie School" of organizational behavior. 

In the 1960s and 1970s, the field was strongly influenced by social psychology and the emphasis in academic study was on quantitative research. An explosion of theorizing, much of it at Stanford University and Carnegie Mellon, produced Bounded Rationality, Informal Organization, Contingency Theory, Resource Dependence, Institutional Theory, and Organizational Ecology theories, among many others. 

Starting in the 1980s, cultural explanations of organizations and change became an important 
part  of  study.  Qualitative  methods  of  study  became  more  acceptable,  informed  by 
anthropology, psychology and sociology. A leading scholar was Karl Weick. 
Progressive workplaces today look and act very differently from those of the past. They have 
new features, they approach work processes in new ways, and they serve different customer 
and client markets. The last decade of the twentieth century was especially dramatic in both 
the nature and pace of change. One observer called it a “revolution that feels something like 
this:  scary,  guilty,  painful,  liberating,  disorienting,  exhilarating,  empowering,  frustrating, 
fulfilling, confusing, and challenging. 

In other words, it feels very much like chaos.” But what began as a revolution has become 
everyday reality as we start a new century. Intense global competition, highly interdependent 
national economies, constantly emerging computer and information technologies, new forms of 
organizations, and shifting population demographics are now part of the norm. Today we are 
surrounded by both change and its implications for organizations—just look at the new world of 
electronic commerce, and for individuals—look also at the demand for competencies with new 
technologies  and  commitment  to  continuous  personal  improvement.  What  remains  is  the 
struggle to deal best with these changes, individually and institutionally, and to keep up the 
pace as further changes emerge. In an article entitled “The Company of the Future,” Harvard 
Professor and former Secretary of Labor Robert Reich says: “Everybody works for somebody or 
something—be it a board of directors, a pension fund, a venture capitalist, or a traditional boss. 
Sooner or later you’re going to have to decide who you want to work for.” In making this 
decision, you will want to join a progressive workplace that reflects values consistent with your 
own. This book can help you prepare for such choices in full recognition that our transition to 
the new century includes these trends: 

•  Demise  of 
“command-and-control”—with  increasing  competitiveness  in  organizational 

environments, traditional hierarchical structures are proving too unwieldy, slow, and costly to 
do well. 

• Emergence of new workforce expectations—a new generation of workers is bringing with it 
less tolerance for hierarchy, more informality, and concerns for performance merit rather than 
status. 

•  Increasing  impact  of  information  technologies—organizations  are  now  burgeoning  with 
computers and the consequent implications for information utilization are far reaching and 
substantial. 
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•  Belief  in  empowerment—a  dynamic  and  complex  environment  places  a  premium  on knowledge,  experience,  and  commitment,  all  of  which  thrive  in  high-involvement  and participatory work settings. 

• Emphasis on teamwork—organizations today are less vertical and more horizontal in focus; driven by complex environments and customer demands, work is increasingly team based with a focus on peer contributions. 

• Concern for work-life balance—as society increases in complexity, organizations are paying more attention to how members balance the sometimes-conflicting demands and priorities of work and personal affairs. 

3 
Contemporary Challenges - Workforce Diversity, Cross-Cultural Dynamics 

1.  Workforce diversity 

2.  Cross-cultural dynamics 

3.  Individual behavior 

4.  Individual difference 

5.  Values and attitudes 

Workforce Diversity 

An important watchword in the twenty-first century is workforce diversity— the presence of 
differences based on gender, race and ethnicity, age, and able bodied ness. Success in the new 
workplace requires a set of skills for working successfully with a broad mix of people from 
different racial and ethnic backgrounds, of different ages  and genders, and of different 
domestic and national cultures. Valuing diversity is an OB theme. It refers to managing and 
working with others in full respect for their individual differences. Interpersonal sensitivity and 
cultural respect  are  indispensable  to  valuing  diversity.  Even  though  valuing  diversity  is 
emphasized in books and classrooms, much remains to be accomplished. A glass ceiling effect 
acts as a hidden barrier limiting the career advancement of minorities and women in some 
situations.  In  a  complex  organizational  environment,  different  individuals  with  different 
educational backgrounds, races & different professional/working skills work together. This leads 
to workforce diversity and OB needs to manage it so that the above diversity does not offer 
obstacles towards growth of organization. 

Cross-Cultural Dynamics 

In multicultural environment, people belonging to different work cultures work together. This is 
a complex situation as one thing permitted in one culture may not be acceptable to other 
culture. Such cultural differences may lead to individual differences and ultimately create an 
environment missing trust and confidence. People must always exercise caution when they are 
involved in cross-cultural communication—whether between persons of different geographical or 
ethnic groupings within one country, or between persons of different national cultures. 

A common problem is ethnocentrism—the tendency to believe one’s culture and its values are 
superior to those of others. It is often accompanied by an unwillingness to try to understand 

alternative points of view and to take the values they represent seriously. This mindset can 
easily create communication problems among people of diverse backgrounds. 
The difficulties with cross-cultural communication are perhaps most obvious in respect to 
language differences. Advertising messages, for example, may work well in one country but 
encounter difficulty when translated into the language of another. Problems may accompany 
with the introduction of Ford’s European model, the “Ka,” in Japan. In Japanese, Ka means 
mosquito and analysts wonder if a car that is named for a disease-carrying pest can ever sell 
well. Gestures may also be used quite differently in the various cultures of the world. For 
example, crossed legs in the United Kingdom are quite acceptable, but are rude in Saudi Arabia 
if the sole of the foot is directed toward someone. Pointing at someone to get their attention 
may be acceptable in Canada, but in Asia it is considered inappropriate. 

4
Foundations of Individual Behavior

We are looking at three individual variables here namely — biographical characteristics, ability, and learning. 

Biographical characteristics are readily available to managers. Generally, they include data that 
are contained in an employee’s personnel file. The most important conclusions are that age 
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seems to have no relationship to productivity; older workers and those with longer tenure are 
less likely to resign; and married employees have fewer absences, less turnover, and report 
higher job satisfaction than do unmarried employees. But what value can this information have 
for managers? The obvious answer is that it can help in making choices among job applicants. 

Ability directly influences an employee’s level of performance and satisfaction through the 
ability-job fit. Given management’s desire to get a compatible fit, what can be done? First, an 
effective selection process will improve the fit. A job analysis will provide information about 
jobs  currently  being  done  and  the  abilities  that  individuals  need  to  perform  the  jobs 
adequately. Applicants can then be tested, interviewed, and evaluated on the degree to which 
they  possess  the  necessary  abilities.  Second,  promotion  and  transfer  decisions  affecting 
individuals already in the organization’s employ should reflect the abilities of candidates. With 
new employees, care should be taken to assess critical abilities that incumbents will need in the 
job and to match those requirements with the organization’s human resources. Third, the fit 
can be improved by fine-tuning the job to better match an incumbent’s abilities. Often 
modifications can be made in the job that, while not having a significant impact on the job’s 
basic activities, better adapts it to the specific talents of a given employee. Examples would be 
to change some of the equipment used or to reorganize tasks within a group of employees. A 
final alternative is to provide training for employees. This is applicable to both new workers and 

present job incumbents. Training can keep the abilities of incumbents current or provide new skills as times and conditions change. 

Any observable change in behavior is prima facie evidence that learning has taken place. What 
we want to do, of course, is ascertain if learning concepts provide us with any insights that 
would allow us to explain and predict behavior. Positive reinforcement is a powerful tool for 
modifying  behavior.  By  identifying  and  rewarding  performance-enhancing  behaviors, 
management increases the likelihood that they will be repeated. Our knowledge about learning 
further  suggests  that  reinforcement  is  a  more  effective  tool  than  punishment.  Although 
punishment eliminates undesired behavior more quickly than negative reinforcement does, 
punished behavior tends to be only temporarily suppressed rather than permanently changed. 
Punishment may produce unpleasant side effects such as lower morale and higher absenteeism 
or turnover. In addition, the recipients of punishment tend to become resentful of the punisher. 
Managers, therefore, are advised to use reinforcement rather than punishment. 

Finally, managers should expect that employees will look to them as models. Managers who are constantly late to work, or take two hours for lunch, or help themselves to company office supplies for personal use should expect employees to read the message they are sending and model their behavior accordingly. 

5
Individual Difference

The science of psychology studies people at three levels of focus captured by the well known quote: “Every man is in certain respects (a) like all other men, (b) like some other men, (c) like no other man" (Murray, HA & C Kluckhohn, 1953). 

The study of individual differences is essential because important variation between individuals 
can be masked by averaging. For example, a researcher is interested in resting metabolic rate in 
humans. The researcher gathers a sample of men, women, and children, measures their 
metabolic rate and gets a single average. The researcher then tells the whole population that 
they should be eating 1,900 calories a day. What's wrong with this study? The researcher has 
neglected individual differences in activity level, body size, sex, age, and other factors that 
influence metabolic rate. The average reported based on the results is masking multiple 
dimensions that should be used to determine daily caloric intake. Therefore, his or her 
conclusions are misleading if not outright false. This is an extreme example to make a point, 
but it illustrates the problems that can arise by averaging across groups. 

6
Values and Attitudes

Values 

Values are basic convictions (notions) about what is right and wrong. Values generally influence 
attitudes and behavior. Value system is a hierarchy based on a ranking of an individual’s values 
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in terms of one’s intensity. Source of our Value Systems - A significant portion is genetically determined. Other factors include national culture, parents, teachers, friends, and similar environmental influences. 

Values are relatively stable and enduring. If we know an individual’s values, we are better able to predict a behavior in a particular situation. 

Values differ between generations. Values differ between regions. Values differ between 
cultures. 

Terminal values are the end-state we hope to achieve in life. Instrumental values are means of achieving these terminal values. 

Attitudes 

Attitudes have three evaluative components: 

Cognitive component of an attitude is the opinion or belief segment of an attitude. Affective component is the emotion or feeling segment of an attitude. 

Behavioral  component  is  the  intention  to  behave  in  a  certain  way  toward  someone  or something. 

Sources of Attitudes: 

Acquired from parents, teachers, and peer group members. There are “genetic” predispositions. 

Observations, attitudes that we imitate. 
Attitudes are less stable than values. 

Job-Related Attitudes 

Job involvement - Extent that a person identifies with his job. 

Organizational commitment - Extent that a person identifies with the organization.   This is a great predictor for turnover. 

Job satisfaction - A person’s general attitude toward work. 
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Unit II 

1
Perception

In psychology and the cognitive sciences, perception is the process of attaining awareness or 
understanding of sensory information. It is a task far more complex than was imagined in the 
1950s and 1960s, when it was predicted that building perceiving machines would take about a 
decade, a goal which is still very far from fruition. The word perception comes from the Latin 
words meaning "receiving, collecting, action of taking possession, apprehension with the mind 
or senses." 

What one perceives is a result of interplays between past experiences, one’s culture and the interpretation of the perceived. If the percept does not have support in any of these perceptual bases it is unlikely to rise above perceptual threshold. 

Perception  gives  rise  to  two  types  of  consciousness;  phenomenal  and  psychological.  The 
difference everybody can demonstrate to himself/herself by simple opening and closing his/her 
eyes. Phenomenal consciousness is full of rich sensations that are hardly present when eyes are 
closed. Psychological consciousness is well researched and measured. It occurs half a second 
after a stimulus starts. If a weak stimulus lasts less, it is unlikely to be perceived. The capacity 

of psychological consciousness is also well measured. Depending on methods used the capacity ranges between seven and forty symbols or percepts at one time. 

There are two basic theories of perception: Passive Perception (PP) and Active Perception (PA). 
The passive perception (conceived by René Descartes) is addressed in this article and could be 
surmised as the following sequence of events: surrounding  input (senses)  processing 
(brain)  output (re-action). Although still supported by mainstream philosophers, psychologists 
and neurologists, this theory is nowadays losing momentum. The theory of active perception has 
emerged from extensive research of sensory illusions, most notably the works of Richard L. 
Gregory. This theory is increasingly gaining experimental support and could be surmised as 
dynamic relationship between “description” (in the brain)  senses  surrounding. 

Perception is one of the oldest fields in psychology. The oldest quantitative law in psychology is the Weber-Fechner law, which quantifies the relationship between the intensity of physical stimuli and their perceptual effects. It was the study of perception that gave rise to the Gestalt school of psychology, with its emphasis on holistic approach. 

2
Personality

Personality can be defined as a dynamic and organized set of characteristics possessed by a person that uniquely influences his or her cognitions, motivations, and behaviors in various situations (Ryckman, 2004). The word "personality" originates from the Latin persona, which means mask. Significantly, in the theatre of the ancient Latin-speaking world, the mask was not used as a plot device to disguise the identity of a character, but rather was a convention employed to represent or typify that character. 

The pioneering American psychologist, Gordon Allport (1937) described two major ways to study 
personality, the nomothetic and the idiographic. Nomothetic psychology seeks general laws that 
can be applied to many different people, such as the principle of self-actualization, or the trait 
of extraversion. Idiographic psychology is an attempt to understand the unique aspects of a 
particular individual. 

The study of personality has a rich and varied history in psychology, with an abundance of theoretical traditions. Some psychologists have taken a highly scientific approach, whereas others have focused their attention on theory development. There is also a substantial emphasis on the applied field of personality testing with people. 

Personality theories 

Critics of personality theory claim personality is "plastic" across time, places, moods, and 
situations. Changes in personality may indeed result from diet (or lack thereof), medical 

effects, significant events, or learning. However, most personality theories emphasize stability over fluctuation. 

Trait theories 
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According to the Diagnostic and Statistical Manual of the American Psychiatric Association, 
personality traits are "enduring patterns of perceiving, relating to, and thinking about the 
environment and oneself that are exhibited in a wide range of social and personal contexts." 
Theorists generally assume a) traits are relatively stable over time, b) traits differ among 
individuals (e.g. some people are outgoing while others are reserved), and c) traits influence 
behavior. 

Type theories 

Personality  type  refers  to  the  psychological  classification  of  different  types  of  people. Personality types are distinguished from personality traits, which come in different levels or degrees. According to type theories, for example, there are two types of people, introverts and extraverts. According to trait theories, introversion and extraversion are part of a continuous dimension, with many people in the middle. 

Psychoanalytic theories 

Psychoanalytic  theories  explain  human  behavior  in  terms  of  the  interaction  of  various 
components of personality. Sigmund Freud was the founder of this school. Freud drew on the 

physics of his day (thermodynamics) to coin the term psychodynamics. Based on the idea of 
converting heat into mechanical energy, he proposed psychic energy could be converted into 
behavior. Freud's theory places central importance on dynamic, unconscious psychological 
conflicts. 

Behaviorist theories 

Behaviorists explain personality in terms of the effects external stimuli have on behavior. It was a radical shift away from Freudian philosophy. This school of thought was developed by B. F. Skinner who put forth a model which emphasized the mutual interaction of the person or "the organism" with its environment. 

Cognitive theories 

In cognitivism, behavior is explained as guided by cognitions (e.g. expectations) about the world, especially those about other people. Cognitive theories are theories of personality that emphasize cognitive processes such as thinking and judging. 

3
Learning

Learning is one of the most important mental functions of humans, animals and artificial cognitive systems. It relies on the acquisition of different types of knowledge supported by perceived  information.  It  leads  to  the  development  of  new  capacities,  skills,  values, understanding, and preferences. Its goal is the increasing of individual and group experience. Learning functions can be performed by different brain learning processes, which depend on the mental capacities of learning subject, the type of knowledge which has to be acquitted, as well as on socio-cognitive and environmental circumstances. 

Learning ranges from 
simple forms of learning such as habituation and classical conditioning 

seen in many animal species, to more complex activities such as play, seen only in relatively 
intelligent animals and humans. Therefore, in general, learning can be conscious and not 
conscious. 

From the social perspective, learning should be the goal of teaching and education. 

Conscious learning is a capacity requested by students, therefore is usually goal-oriented and requires a motivation. 

Learning has also been mathematically modeled using a differential equation related to an 
arbitrarily defined knowledge indicator with respect to time, and dependent on a number of 
interacting factors (constants and variables) such as initial knowledge, motivation, intelligence, 
knowledge anchorage or resistance, etc. Thus, learning does not occur if there is no change in 
the amount of knowledge even for a long time, and learning is negative if the amount of 
knowledge is decreasing in time. Inspection of the solution to the differential equation also 
shows the sigmoid and logarithmic decay learning curves, as well as the knowledge carrying 
capacity for a given learner. 
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Approaches to learning 

Rote learning 

Rote learning is a technique which avoids understanding the inner complexities and inferences of the subject that is being learned and instead focuses on memorizing the material so that it can be recalled by the learner exactly the way it was read or heard. The major practice involved in rote learning techniques is learning by repetition, based on the idea that one will be able to quickly recall the meaning of the material the more it is repeated. Rote learning is used in diverse areas, from mathematics to music to religion. Although it has been criticized by some schools of thought, rote learning is a necessity in many situations. 

Informal learning 

Informal learning occurs through the experience of day-to-day situations (for example, one 
would learn to look ahead while walking because of the danger inherent in not paying attention 
to where one is going). It is learning from life, during a meal at table with parents, Play, 
exploring. 

Formal learning 

Formal learning is learning that takes place within a teacher-student relationship, such as in a school system. 

Non-formal learning is organized learning outside the formal learning system. For example: learning by coming together with people with similar interests and exchanging viewpoints, in clubs or in (international) youth organizations, workshops. 

Non-formal learning and combined approaches 

The educational system may use a combination of formal, informal, and non-formal learning 
methods. The UN and EU recognize these different forms of learning. In some schools students 
can get points that count in the formal-learning systems if they get work done in informal-
learning circuits. They may be given time to assist international youth workshops and training 
courses, on the condition they prepare, contribute, share and can proof this offered valuable 
new insights, helped to acquire new skills, a place to get experience in organizing, teaching, 
etc. 

4
Motivation - Concepts and Applications

Motivation is the reason or reasons for engaging in a particular behavior, especially human behavior. These reasons may include basic needs such as food or a desired object, hobbies, goal, state of being, or ideal. The motivation for a behavior may also be attributed to lessapparent reasons such as altruism or morality. Motivation refers to the initiation, direction, intensity and persistence of human behavior. 

Motivational concepts 

The Incentive Theory of Motivation 

A reward, tangible or intangible, is presented after the occurrence of an action (i.e. behavior) with the intent to cause the behavior to occur again. This is done by associating positive meaning to the behavior. Studies show that if the person receives the reward immediately, the effect  would  be  greater,  and  decreases  as  duration  lengthens.  Repetitive  action-reward combination can cause the action to become habit. 

Rewards can also be organized as extrinsic or intrinsic. Extrinsic rewards are external to the person; for example, praise or money. Intrinsic rewards are internal to the person; for example, satisfaction or a feeling of accomplishment. 

Some authors distinguish between two forms of intrinsic motivation: one based on enjoyment, the other on obligation. In this context, obligation refers to motivation based on what an individual thinks ought to be done. For instance, a feeling of responsibility for a mission may lead to helping others beyond what is easily observable, rewarded, or fun. 

Intrinsic and extrinsic motivation 

Intrinsic motivation is when people engage in an activity, such as a hobby, without obvious external incentives. 

Intrinsic  motivation  has  been  studied  by  educational  psychologists  since  the 
1970s,  and 
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numerous studies have found it to be associated with high educational achievement and enjoyment by students. There is currently no universal theory to explain the origin or elements of intrinsic motivation. Though it is thought that students are more likely to be intrinsically motivated if they: 

Attribute their educational results to internal factors that they can control (e.g. the amount of effort they put in), 

Believe  they can be  effective agents  in reaching  desired  goals
(i.e. the results  are not

determined by luck),

Are interested in mastering a topic, rather than just rote-learning to achieve good grades. 

Note that the idea of reward for achievement is absent from this model of intrinsic motivation, since rewards are an extrinsic factor. 

In knowledge-sharing communities and organizations, people often cite altruistic reasons for 
their participation, including contributing to a common good, a moral obligation to the group, 
mentorship or 'giving back'. In work environments, money may provide a more powerful extrinsic 
factor than the intrinsic motivation provided by an enjoyable workplace. 
The most obvious form of motivation is coercion, where the avoidance of pain or other negative 
consequences has an immediate effect. Extreme use of coercion is considered slavery. While 
coercion is considered morally reprehensible in many philosophies, it is widely practiced on 
prisoners, students in mandatory schooling, within the nuclear family unit (on children), and in 
the form of conscription. Successful coercion sometimes can take priority over other types of 
motivation. Self-coercion is rarely substantially negative, however it is interesting in that it 
illustrates how lower levels of motivation may be sometimes tweaked to satisfy higher ones. 
Extrinsic motivation comes from outside of the performer. E.g. The crowd cheer the performer 
on, this motivates them to do well. Another example is trophies or a reward. It makes the 
performer want to win and beat the other competitors, thereby motivating the performer. 

Self-control 

The self-control of motivation is increasingly understood as a subset of emotional intelligence; a person may be highly intelligent according to a more conservative definition, yet unmotivated to dedicate this intelligence to certain tasks. 

Drives and desires can be described as a deficiency or need that activates behavior that is 
aimed at a goal or an incentive. These are thought to originate within the individual and may 
not require external stimuli to encourage the behavior. Basic drives could be sparked by 
deficiencies such as hunger, which motivates a person to seek food; whereas more subtle drives 
might be the desire for praise and approval, which motivates a person to behave in a manner 
pleasing to others. 

By contrast, the role of extrinsic rewards and stimuli can be seen in the example of training 
animals by giving them treats when they perform a trick correctly. The treat motivates the 
animals to perform the trick consistently, even later when the treat is removed from the 
process. 

Motivational Theories 

Drive Reduction Theories 

There are a number of drive theories. The Drive Reduction Theory grows out of the concept that we have certain biological needs, such as hunger. As time passes the strength of the drive increases as it is not satisfied. Then as we satisfy that drive by fulfilling its desire, such as eating, the drive's strength is reduced. It is based on the theories of Freud and the idea of feedback control systems, such as a thermostat. 

Cognitive dissonance theory 

Suggested by Leon Festinger, this occurs when an individual experiences some degree of discomfort resulting from an incompatibility between two cognitions. For example, a consumer may seek to reassure himself regarding a purchase, feeling, in retrospect, that another decision may have been preferable. 

Another example of cognitive dissonance is when a belief and a behavior are in conflict. A 
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person may wish to be healthy, believes smoking is bad for one's health, and yet continues to 
smoke. 

Affective-Arousal Theories 
Need Achievement Theory 

David McClelland’s achievement motivation theory envisions that a person has a need for three things, but differs in degrees to which the various needs influence their behavior: Need for achievement, Need for power, and Need for affiliation. 

Interests Theory 

Holland Codes are used in the assessment of interests as in Vocational Preference Inventory. One way to look at interests is that if a person has a strong interest in one of the 6 Holland areas, then obtaining outcomes in that area will be strongly reinforcing relative to obtaining outcomes in areas of weak interest. 

Need Theories 

Need Hierarchy Theory 

Abraham Maslow's hierarchy of human needs theory is the most widely discussed theory of motivation. The theory can be summarized as thus: 

Human beings have wants and desires which influence their behavior; only unsatisfied needs can influence behavior, satisfied needs cannot. 

Since needs are many, they are arranged in order of importance, from the basic to the complex. The person advances to the next level of needs only after the lower level need is at least minimally satisfied. 

The further the progress up the hierarchy, the more individuality, humanness and psychological health a person will show. 

The needs, listed from basic (lowest, earliest) to most complex (highest, latest) are as follows: 

Physiological 

Safety and security 
Social 

Esteem 

Self actualization 

Herzberg’s two-factor theory 

Frederick Herzberg's two-factor theory (intrinsic/extrinsic motivation), concludes that certain factors in the workplace result in job satisfaction, but if absent, lead to dissatisfaction. 

He distinguished between: 

Motivators; (e.g. challenging work, recognition, responsibility) which give positive satisfaction, 
and 

Hygiene factors; (e.g. status, job security, salary and fringe benefits) that do not motivate if present, but, if absent, result in demotivation. 

The name Hygiene factors is used because, like hygiene, the presence will not make you healthier, but absence can cause health deterioration. 

5
Individual Decision Making

Decision making can be regarded as an outcome of mental processes (cognitive process) leading 
to the selection of a course of action among several alternatives. Every decision making process 
produces a final choice. The output can be an action or an opinion of choice. 
Human performance in decision making terms has been subject of active research from several 
perspectives. From a psychological perspective, it is necessary to examine individual decisions 
in the context of a set of needs, preferences an individual has and values he/she seeks. From a 
cognitive perspective, the decision making process must be regarded as a continuous process 
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integrated in the interaction with the environment. From a normative perspective, the analysis of individual decisions is concerned with the logic of decision making and rationality and the invariant choice it leads to. 

Individual decision-making is characterized by evaluation of alternative solutions to a problem and selection of most suitable alternative by an individual. Individual decision is contrasted against group decision-making and is inferior on quality front. 
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Unit III 

1 
Understanding and Managing Group Processes - Interpersonal & Group Dynamics 

When a process is conducted with the help of number of people with similar or different specializations, it is referred to as group process. 

Interpersonal Approach 

When a group of people is working on a process, it is important that all members of that group exhibit coordination with each other and also at the same time maintain comfort level for all. Accountability should also be enforced but at the same time with high level of confidence among the group members. 

Group Dynamics 

Group dynamics is the study of groups, and also a general term for group processes. Relevant to 
the fields of psychology, sociology, and communication studies, a group is two or more 
individuals who are connected to each other by social relationships. Because they interact and 
influence each other, groups develop a number of dynamic processes that separate them from a 
random collection of individuals. These processes include norms, roles, relations, development, 
need to belong, social influence, and effects on behavior. The field of group dynamics is 
primarily concerned with small group behavior. Groups may be classified as aggregate, primary, 
secondary and category groups. 

The phrase "group process" refers to the understanding of the behavior of people in groups, such as task groups, that are trying to solve a problem or make a decision. An individual with expertise in 'group process, such as a trained facilitator, can assist a group in accomplishing its objective by diagnosing how well the group is functioning as a problem-solving or decisionmaking entity and intervening to alter the group's operating behavior. 

Because people gather in groups for reasons other than task accomplishment, group process occurs in other types of groups such as personal growth groups. In such cases, an individual with expertise in group process can be helpful in the role of facilitator. 

Well researched but rarely mentioned by professional group workers, is the social status of people within the group (i.e., senior or junior). The group leader (or facilitator) will usually have a strong influence on the group due to his or her role of shaping the group's outcomes. This influence will also be affected by the leader's sex, race, relative age, income, appearance, and personality, as well as organizational structures and many other factors. 

2
Group Cohesiveness

Group Cohesiveness (also known as cohesion) is the force bringing group members closer together. Cohesiveness has two dimensions: emotional (or personal) and task-related. The emotional aspect of cohesiveness is derived from the connection that members feel to other group members and to their group as a whole. That is, how much do members like to spend time with other group members? Do they look forward to the next group meeting? Taskcohesiveness refers to the degree to which group members share group goals and work together to meet these goals. That is, is there a feeling that the group works smoothly as one unit or do different people pull in different directions? 

Factors Influencing Group Cohesiveness The forces that push group members together can be positive (group-based rewards) or negative (things lost upon leaving the group). The main factors  that  influence  group  cohesiveness  are:  members’  similarity,  group  size,  entry difficulty, group success and external competition and threats. Often, these factors work through enhancing the identification of the individual with the group she/he belongs to as well as their beliefs of how the group can fulfill their personal needs. 

Members’  Similarity  The  more  group  members  are  similar  to  each  other  on  various 
characteristics the easier it would be to reach cohesiveness. Following Social Identity Theory, 
we know that people feel closer to those whom they perceive as similar to themselves in terms 
of external characteristics (age, ethnicity) or internal ones (values, attitudes). In addition, 
similar background makes it more likely that members share similar views on various issues, 
including group objectives, how to communicate and the type of desired leadership. In general, 
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higher agreement among members on group rules and norms results in greater trust and less dysfunctional conflict. This, in turn, strengthens both emotional and task cohesiveness. 
Group Size Since it is easier for fewer people to agree on goals and to coordinate their work smaller groups are more cohesive than larger groups. Task cohesiveness may suffer, though, if the group lacks enough members to perform its tasks well enough. 

Entry Difficulty Difficult entry criteria or procedures to a group tend to present it in more 
exclusive light. The more elite the group is perceived to be, the more prestigious it is to be a 
member in that group and consequently, the more motivated members are to belong and stay in 
it. This is why alumni of prestigious universities tend to keep in touch for many years after they 
graduate. 

Group Success Group success, like exclusive entry, increases the value of group membership to its members and influences members to identify more strongly with the team and to want to be actively associated with it. 

External Competition and Threats When members perceive active competition with another group, they become more aware of members’ similarity within their group as well as seeing their group as a means to overcome the external threat or competition they are facing. Both these factors increase group cohesiveness; leaders throughout human history have been aware of this and focused the attention of their followers on conflicts with external enemies when internal cohesion was threatened. Similar effects can be brought about by facing an ‘objective’ external threat or challenge (such as natural disaster). 

3
Group Decision-Making

Group decision making is decision making in groups consisting of multiple members/entities. The challenge of group decision is deciding what action a group should take. There are various systems designed to solve this problem. 

Formal systems 

Consensus decision-making tries to avoid "winners" and "losers". Consensus requires that a majority approve a given course of action, but that the minority agrees to go along with the course of action. In other words, if the minority opposes the course of action, consensus requires that the course of action be modified to remove objectionable features. 

Voting based methods 

Range voting lets each member score one or more of the available options. The option with the 
highest average is chosen. This method has experimentally been shown to produce the lowest 
Bayesian regret among common voting methods, even when voters are strategic. 
Majority requires support from more than 50% of the members of the group. Thus, the bar for 
action is lower than with unanimity and a group of “losers” is implicit to this rule. 
Plurality, where the largest block in a group decides, even if it falls short of a majority. 

Dictatorship, where one individual determines the course of action. 

4
Emotional Intelligence - Concept and Applications

Emotional  Intelligence
(EI),  often  measured  as  an  Emotional  Intelligence  Quotient
(EQ),

describes ability, capacity, skill or a self-perceived ability, to identify, assess, and manage the emotions of one's self, of others, and of groups. It is a relatively new area of psychological research. The definition of EI is constantly changing. 

Origins of the concept 

The most distant roots of Emotional intelligence can be traced back to Darwin’s early work on 
the importance of emotional expression for survival and second adaptation. In the 1900s, even 
though traditional definitions of intelligence emphasized cognitive aspects such as memory and 
problem-solving, several influential researchers in the intelligence field of study had begun to 
recognize the importance of the non-cognitive aspects. For instance, as early as 1920, E. L. 
Thorndike used the term social intelligence to describe the skill of understanding and managing 
other people. 

Similarly,  in 
1940  David  Wechsler  described  the  influence  of  non-intellective  factors  on 
intelligent behavior, and further argued that our models of intelligence would not be complete 
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until we can adequately describe these factors. In 1983, Howard Gardner's Frames of Mind: The Theory of Multiple Intelligences introduced the idea of Multiple Intelligences which included both Interpersonal intelligence (the capacity to understand the intentions, motivations and desires of other people) and Intrapersonal intelligence (the capacity to understand oneself, to appreciate  one's  feelings,  fears  and  motivations).  In  Gardner's  view,  traditional  types  of intelligence, such as IQ, fail to fully explain cognitive ability. Thus, even though the names given  to  the  concept  varied,  there  was  a  common  belief  that  traditional  definitions  of intelligence are lacking in ability to fully explain performance outcomes. 

The first use of the term "Emotional Intelligence" is usually attributed to Wayne Payne's doctoral 
thesis, A study of emotion: Developing emotional intelligence from 1985. However, prior to this, 
the term "emotional intelligence" had appeared in Leuner (1966). Greenspan (1989) also put 
forward an EI model, followed by Salovey and Mayer (1990), and Goleman (1995). 
As a result of the growing acknowledgement of professionals for the importance and relevance 
of emotions to work outcomes, the research on the topic continued to gain momentum, but it 
wasn’t until the publication of Daniel Goleman's best seller Emotional Intelligence: Why It Can 
Matter More Than IQ that the term became widely popularized. Nancy Gibbs' 1995 Time 

magazine article highlighted Goleman's book and was the first in a string of mainstream media interest in EI. Thereafter, articles on EI began to appear with increasing frequency across a wide range of academic and popular outlets. 

Defining 
emotional intelligence 

There are a lot of arguments about the definition of EI, arguments that regard both terminology 
and operationalizations. One attempt toward a definition was made by Peter Salovey and John 

D. Mayer 
(1990) who defined EI as “the ability to monitor one's own and others' feelings and 
emotions, to discriminate among them and to use this information to guide one's thinking and 
actions.” 

Despite this early definition, there has been confusion regarding the exact meaning of this construct. The definitions are so varied, and the field is growing so rapidly, that researchers are constantly amending even their own definitions of the construct. 

5
Understanding Work Teams

1.  Self Managed Teams 

A group of people working together in their own ways toward a common goal which is defined 
outside the team. Self-managing teams combine the attributes of formal and informal teams. 
Generally chartered by management, they often take on lives of their own as team members 
take  responsibility  for  their  day-to-day  workings.  In  self-managing  teams  much  of  the 
responsibility and authority for making management decisions are turned over to a group of 
people who perform interdependently in order to accomplish an assigned task (Katzenbach, 
1993). The overarching goal of self-managing teams is to find solutions to problems. 

Self-managing  teams  are  often  associated  with  terms  describing  high  performance  and 
autonomy. Perhaps the most self-managing of self-managing teams is the concept of self-
directed work teams (SDWTs). A self-directed work team is an intact group of employees 
responsible for an entire work process or segment that delivers a product or service (Wellins, 
1991). 

Characteristics of a self-managed team 

Team receives goals from leadership and determines how to accomplish their goals. Builds employee commitment and increases morale. 

Team members must get training in holding meetings, problem solving, project planning, and team skills. 

Team designs job procedures and determine their work processes and assignments. 

Although little supervision is required, this can be time consuming for leader as the team progress and direction may need to be monitored. 

Requires open communication from leadership on company goals and objectives. 

Team can increase customer satisfaction through better response time in getting work done or answers to problems. 
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2.  Self Directed Teams 

A group of people working together in their own ways toward a common goal which the team defines. A self-directed team is a multiskilled cross-functional group of employees who share responsibilities for producing a particular service or product. The self-directed team possesses full-empowerment of responsibility for results. 

Characteristics of a self directed team 

Team determines own goals and determines how to best to accomplish them. 

Creates environment of high innovation, commitment, and motivation in team members. 

Team members need additional training in decision making, resolving conflicts, and advanced problem solving techniques. 

Can be high cost since it is time consuming to build team and conflict will occur. 

Less time consuming for leader, but is harder to track progress and verify team is going in correct direction. 

Requires a system that provides two-way communication of corporate strategy between leaders and their teams. 

Teams can reduce cycle time because they solve any work problems as they arise and make informed decisions on how to proceed. 

6
Power & Politics

The ability to control the group with orders is power, while the ability to influence their 
thinking and ultimately their decision-making is politics. John Gardner, writing about leadership 
and  power  in  organizations,  notes,  "Of  course  leaders  are preoccupied  with  power!  The 
significant questions are: What means do they use to gain it? How much do they exercise it?" To 
what ends do they exercise it? He further states, "Power is the basic energy needed to initiate 
and sustain action or, to put it another way, the capacity to translate intention into reality and 
sustain it." Power is the opportunity to build, to create, to nudge history in a different 
direction." Dahl writing about the pervasiveness of the concept of power states, "The concept of 
power is as ancient and ubiquitous as any that social theory can boast." He defined power "as a 
relation among social actors in which one actor A, can get another social actor B, to do 
something that B would not otherwise have done." Hence, power is recognized as "the ability of 
those who possess power to bring about the outcomes they desire" (Salancik and Pfeffer 1977). 
The concept of organizational politics can be linked to Harold Lasswell's (1936) definition of 
politics as who gets what, when and how. If power involves the employment of stored influence 
by which events, actions and behaviors are affected, then politics involves the exercise of 
power to get something done, as well as to enhance and protect the vested interests of 
individuals or groups. Thus, the use of organizational politics suggests that political activity is 
used to overcome resistance and implies a conscious effort to organize activity to challenge 
opposition in a priority decision situation. The preceding discussion indicates that the concepts 
of power and organizational politics are related. We define organizational politics as the use of 
power, with power viewed as a source of potential energy to manage relationships. 

7
Empowerment

Empowerment refers 
to increasing the spiritual, political, social or economic strength of 

individuals and communities. It often involves the empowered developing confidence in their capacities. 

The  term  Human  Empowerment  covers  a  vast  landscape  of  meanings,  interpretations, definitions and disciplines ranging from psychology and philosophy to the highly commercialized Self-Help industry and Motivational sciences. 

Sociological  empowerment  often  addresses  members  of  groups  that  social  discrimination processes have excluded from decision-making processes through - for example - discrimination based on disability, race, ethnicity, religion, or gender. 

The process of empowerment 

The process which enables one to gain power, authority and influence over others, institutions or society. Empowerment is probably the totality of the following or similar capabilities:-
Having decision-making power of one's own 

Having access to information and resources for taking proper decision 

Having a range of options from which you can make choices (not just yes/no, either/or.) 
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Ability to exercise assertiveness in collective decision making 

Having positive thinking on the ability to make change 

Ability to learn skills for improving one's personal or group power. Ability to change others’ perceptions by democratic means. 

Involving in the growth process and changes that is never ending and self-initiated Increasing one's positive self-image and overcoming stigma 

Increasing one's ability in discreet thinking to sort out right and wrong 

In short, empowerment is the process that allows one to gain the knowledge, skill-sets and attitude needed to cope with the changing world and the circumstances in which one lives. 

8
Conflict & Negotiation

Conflict 

Conflict is a state of discord caused by the actual or perceived opposition of needs, values and 
interests. A  conflict  can  be  internal (within  oneself) or  external (between  two or  more 

individuals). Conflict as a concept can help explain many aspects of social life such as social 
disagreement, conflicts of interests, and fights between individuals, groups, or organizations. In 
political terms, "conflict" can refer to wars, revolutions or other struggles, which may involve 
the use of force as in the term armed conflict. Without proper social arrangement or resolution, 
conflicts in social settings can result in stress or tensions among stakeholders. When an 
interpersonal conflict does occur, its effect is often broader than two individuals involved, and 
can affect many associate individuals and relationships, in more or less adverse and sometimes 
even humorous way. 

Conflict as taught for graduate and professional work in conflict resolution (which can be win-
win, where both parties get what they want, win-lose where one party gets what they want, or 
lose-lose where both parties don't get what they want) commonly has the definition: "when two 
or more parties, with perceived incompatible goals, seek to undermine each other's goal-seeking 
capability". 

One should not confuse the distinction between the presence and absence of conflict with the 
difference between competition and co-operation. In competitive situations, the two or more 
individuals or parties each have mutually inconsistent goals; either party tries to reach their 
goal it will undermine the attempts of the other to reach theirs. Therefore, competitive 
situations will, by their nature, cause conflict. However, conflict can also occur in cooperative 
situations, in which two or more individuals or parties have consistent goals, because the 
manner in which one party tries to reach their goal can still undermine the other individual or 
party. 

A clash of interests, values, actions or directions often sparks a conflict. Conflicts refer to the 
existence of that clash. Psychologically, a conflict exists when the reduction of one motivating 
stimulus involves an increase in another, so that a new adjustment is demanded. The word is 
applicable from the instant that the clash occurs. Even when we say that there is a potential 
conflict we are implying that there is already a conflict of direction even though a clash may 
not yet have occurred. 

Negotiation 

Negotiation is a dialogue intended to resolve disputes, to produce an agreement upon courses of action, to bargain for individual or collective advantage, or to craft outcomes to satisfy various interests. It is the primary method of alternative dispute resolution. 

Negotiation  occurs  in  business,  non-profit  organizations,  government  branches,  legal proceedings, among nations and in personal situations such as marriage, divorce, parenting, and everyday life. The study of the subject is called negotiation theory. Those who work in negotiation professionally are called negotiators. Professional negotiators are often specialized, such as union negotiators, leverage buyout negotiators, peace negotiators, hostage negotiators, or may work under other titles, such as diplomats, legislators or brokers. 

Approaches to negotiation 

Negotiation typically manifests itself with trained negotiator acting on behalf of a particular 
organization or position. It can be compared to mediation where a disinterested third party 
listens to each side’s arguments and attempts to help craft an agreement between the parties. 
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It is also related to arbitration which, as with a legal proceeding, both sides make an argument 
as to the merits of their "case" and then the arbitrator decides the outcome for both parties. 
Negotiation involves three basic elements: process, behavior and substance. The process refers 
to how the parties negotiate: the context of the negotiations, the parties to the negotiations, 
the tactics used by the parties, and the sequence and stages in which all of these play out. 
Behavior refers to the relationships among these parties, the communication between them and 
the styles they adopt. The substance refers to what the parties negotiate over: the agenda, the 
issues (positions and - more helpfully - interests), the options, and the agreement(s) reached at 
the end. 

Skilled negotiators may use a variety of tactics ranging from negotiation hypnosis, to a straight 
forward presentation of demands or setting of preconditions to more deceptive approaches such 
as cherry picking. Intimidation and salami tactics may also play a part in swaying the outcome 
of negotiations. 
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Unit IV 

1
Leadership and Influence Process

The word leadership refers to: 

Those entities that perform one or more acts of leading. 

The ability to affect human behavior so as to accomplish a mission. 

Influencing a group of people to move towards its goal setting or goal achievement. 

Leadership has a formal aspect (as in most political or business leadership) or an informal one 
(as in most friendships). Speaking of "leadership" (the abstract term) rather than of "leading" 
(the action) usually it implies that the entities doing the leading have some "leadership skills" or 
competencies. 

Types of leadership styles 

The bureaucratic leader is very structured and follows the procedures as they have been 
established. This type of leadership has no space to explore new ways to solve problems and is 
usually slow paced to ensure adherence to the ladders stated by the company. Leaders ensure 
that all the steps have been followed prior to sending it to the next level of authority. 
Universities, hospitals, banks and government usually require this type of leader in their 

organizations to ensure quality, increase security and decrease corruption. Leaders that try to speed up the process will experience frustration and anxiety. 

The charismatic leader leads by infusing energy and eagerness into their team members. This 
type of leader has to be committed to the organization for the long run. If the success of the 
division or project is attributed to the leader and not the team, charismatic leaders may 
become a risk for the company by deciding to resign for advanced opportunities. It takes the 
company time and hard work to gain the employees' confidence back with other type of 
leadership after they have committed themselves to the magnetism of a charismatic leader. 

The autocratic leader is given the power to make decisions alone, having total authority. This leadership style is good for employees that need close supervision to perform certain tasks. Creative employees and team players resent this type of leadership, since they are unable to enhance processes or decision making, resulting in job dissatisfaction. 

The democratic leader listens to the team's ideas and studies them, but will make the final 
decision. Team players contribute to the final decision thus increasing employee satisfaction 
and ownership, feeling their input was considered when the final decision was taken. When 
changes arises, this type of leadership helps the team assimilate the changes better and more 
rapidly than other styles, knowing they were consulted and contributed to the decision making 
process, minimizing resistance and intolerance. A shortcoming of this leadership style is that it 
has difficulty when decisions are needed in a short period of time or at the moment. 

The laissez-faire ("let do") leader gives no continuous feedback or supervision because the 
employees are highly experienced and need little supervision to obtain the expected outcome. 
On the other hand, this type of style is also associated with leaders that don’t lead at all, failing 
in supervising team members, resulting in lack of control and higher costs, bad service or failure 
to meet deadlines. 

The  people-oriented  leader  is  the  one  who,  in  order  to  comply  with  effectiveness  and efficiency, supports, trains and develops his personnel, increasing job satisfaction and genuine interest to do a good job. 

The task-oriented leader focuses on the job, and concentrates on the specific tasks assigned to each employee to reach goal accomplishment. This leadership style suffers the same motivation issues as autocratic leadership, showing no involvement in the teams needs. It requires close supervision and control to achieve expected results. 

The servant leader facilitates goal accomplishment by giving its team members what they need in order to be productive. This leader is an instrument employees use to reach the goal rather than a commanding voice that moves to change. This leadership style, in a manner similar to democratic leadership, tends to achieve the results in a slower time frame than other styles, although employee engagement is higher. 

The transaction leader is given power to perform certain tasks and reward or punish for the 
team’s performance. It gives the opportunity to the manager to lead the group and the group 
agrees to follow his lead to accomplish a predetermined goal in exchange for something else. 
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Power is given to the leader to evaluate, correct and train subordinates when productivity is not 
up to the desired level and reward effectiveness when expected outcome is reached. 
The transformation leader motivates its team to be effective and efficient. Communication is 
the base for goal achievement focusing the group on the final desired outcome or goal 
attainment. This leader is highly visible and uses chain of command to get the job done. 
Transformational leaders focus on the big picture, needing to be surrounded by people who take 
care of the details. The leader is always looking for ideas that move the organization to reach 
the company’s vision. 

The environment leader is the one who nurtures group or organizational environment to affect 
the  emotional  and  psychological  perception  of  an  individual’s  place  in  that  group  or 
organization. An understanding and application of group psychology and dynamics is essential 
for this style to be effective. The leader uses organizational culture to inspire individuals and 
develop leaders at all levels. This leadership style relies on creating an education matrix where 
groups interactively learn the fundamental psychology of group dynamics and culture from each 
other. The leader uses this psychology, and complementary language, to influence direction 
through the members of the inspired group to do what is required for the benefit of all. 

2 
Understanding and Managing Organizational System - Organizational Structure 

An organizational structure is a mostly hierarchical concept of subordination of entities that collaborate and contribute to serve one common aim. 

Organizations are a number of clustered entities. The structure of an organization is usually set up in one of a variety of styles, dependent on their objectives and ambience. The structure of an organization will determine the modes in which it shall operate and will perform. 
Organizational  structure  allows  the  expressed  allocation  of  responsibilities  for  different functions and processes to different entities. Ordinary description of such entities is as branch, site, department, work groups and single people. Contracting of individuals in an organizational structure normally is under timely limited work contracts or work orders or under timely unlimited employment contracts or program orders. 

The set organizational structure may not coincide with facts, evolving in operational action. 
Such divergence decreases performance, when growing. A wrong organizational structure may 
hamper cooperation and thus hinder the completion of orders in due time and within limits of 
resources and budgets. Organizational structures shall be adaptive to process requirements, 
aiming to optimize the ratio of effort and input to output. An effective organizational structure 
shall facilitate working relationships between various entities in the organization and may 
improve the working efficiency within the organizational units. Organization shall retain a set 
order and control to enable monitoring the processes. Organization shall support command for 
coping with a mix of orders and a change of conditions while performing work. Organization 
shall allow for application of individual skills to enable high flexibility and apply creativity. 
When a business expands, the chain of command will lengthen and the spans of control will 
widen. When an organization comes to age, the flexibility will decrease and the creativity will 
fatigue. Therefore organizational structures shall be altered from time to time to enable 
recovery. If such alteration is prevented by internal or external forces, the final escape is to 
turn down the organization to prepare for a re-launch in an entirely new set up. 

Organizational Structure Types 

Pre-bureaucratic structures 

Pre-bureaucratic (entrepreneurial) structures lack standardization of tasks. This structure is most common in smaller organizations and is best used to solve simple tasks. The structure is totally centralized. The strategic leader makes all key decisions and most communication is done by one on one conversations. It is particularly useful for new (entrepreneurial) business as it enables the founder to control growth and development. 

They are usually based on traditional domination or charismatic domination in the sense of Max Weber's tripartite classification of authority. 

Bureaucratic structures 

Bureaucratic structures have a certain degree of standardization. They are better suited for 
more complex or larger scale organizations. They usually adopt a tall structure. Then tension 
between bureaucratic structures and non-bureaucratic is echoed in Burns and Stalker's (1961) 
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distinction between mechanistic and organic structures. 

Post-Bureaucratic 

The term of post bureaucratic is used in two senses in the organizational literature: one generic and one much more specific. In the generic sense the term post bureaucratic is often used to describe a range of ideas developed since the 1980s that specifically contrast themselves with Weber's  ideal  type  Bureaucracy.  This  may  include  Total  Quality  Management,  Culture Management and the Matrix Organization amongst others. None of these however has left behind the core tenets of Bureaucracy. Hierarchies still exist, authority is still Weber's rational, legal type, and the organization is still rule bound. Heckshcer, arguing along these lines, describes them as cleaned up bureaucracies (Hecksher & Donellson, 1994), rather than a fundamental shift away from bureaucracy. 

Functional Structures 

The functional structure groups employees together based upon the functions of specific jobs within the organization. For example, a division of an internet service provider (ISP) with a functional organizational structure might be as follows: 

Vice President 

- Sales Department (sales function) 

- Customer Service Department (customer service function) 

- Engineering Department (engineering function) 

- Accounting Department (accounting function) 

- Administration Department (administration function) 

Matrix Structure 

Matrix structure groups employees by both function and product. This structure can combine the best of both separate structures. A matrix organization frequently uses teams of employees to accomplish work, in order to take advantage of the strengths, as well as make up for the weaknesses, of functional and decentralized forms. An example would be a company that produces two products, "product a" and "product b". Using the matrix structure, this company would organize functions within the company as follows: "product a" sales department, "product a" customer service department, "product a" accounting, "product b" sales department, "product b" customer service department, "product b" accounting department. Matrix structure is the most complex of the different organizational structures. 

•Weak/Functional Matrix: A project manager with only limited authority is assigned to oversee the cross- functional aspects of the project. The functional managers maintain control over their resources and project areas. 

•Balanced/Functional Matrix: A project manager is assigned to oversee the project. Power is shared equally between the project manager and the functional mangers. It brings the best aspects of functional organizations. However, this is the most difficult system to maintain as the sharing power is delicate proposition. 

•Strong/Project Matrix: A project manager is primarily responsible for the project. Functional managers provide technical expertise and assign resources as needed. 

3
Work Design

Work design is the application of Socio-Technical Systems principles and techniques to the humanization of work. 

The aims of work design to improved job satisfaction, to improved through-put, to improved quality and to reduced employee problems, e.g., grievances, absenteeism. 

Influence on work design 

Scientific Management 

Under scientific management people would be directed by reason and the problems of industrial unrest would be appropriately (i.e., scientifically) addressed. This philosophy is oriented toward the maximum gains possible to employees. Managers would guarantee that their subordinates would have access to the maximum of economic gains by means of rationalized processes. Organizations were portrayed as rationalized sites, designed and managed according to a rule of rationality imported from the world of technique 
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Human Relations School 

The Human Relations Movement takes the view that businesses are social systems in which psychological and emotional factors have a significant influence on productivity. The common elements in human relations theory are the beliefs that 

Performance can be improved by good human relations 

Managers should consult employees in matters that affect staff. Leaders should be democratic rather than authoritarian. 

Employees are motivated by social and psychological rewards and are not just "economic 
animals" 

The work group plays an important part in influencing performance 

Socio-technical systems 

Socio-technical systems aims on jointly optimizing the operation of the social and technical system; the good or service would then be efficiently produced and psychological needs of the workers fulfilled. Embedded in Socio-technical Systems are motivational assumptions, such as intrinsic and extrinsic rewards. 

4
Work Stress

Stress at work is a relatively new phenomenon of modern lifestyles. The nature of work has gone through drastic changes over the last century and it is still changing at whirlwind speed. They have touched almost all professions, starting from an artist to a surgeon, or a commercial pilot to a sales executive. With change comes stress, inevitably. Professional stress or job stress poses a threat to physical health. Work related stress in the life of organized workers, consequently, affects the health of organizations. 

Work stress is a chronic disease caused by conditions in the workplace that negatively affect an individual's performance and/or overall well-being of his body and mind. One or more of a host of physical and mental illnesses manifests job stress. In some cases, job stress can be disabling. In chronic cases a psychiatric consultation is usually required to validate the reason and degree of work related stress. 

Working on a project on stress at work, Andy Ellis, Ruskin College, Oxford, UK, has shown in a 
chart how stress can adversely affect an employee's performance. In the early stages job stress 
can 'rev up' the body and enhance performance in the workplace, thus the term 'I perform 
better under pressure'. However, if this condition is allowed to go unchecked and the body is 
revved up further, the performance ultimately declines and the person's health degenerates. 

Symptoms 

The signs of job stress vary from person to person, depending on the particular situation, how long the individual has been subjected to the stressors, and the intensity of the stress itself. Typical symptoms of job stress can be: 

• Insomnia 

• Loss of mental concentration, 

• Anxiety, stress 

• Absenteeism 

• Depression, 

• Substance abuse, 

• Extreme anger and frustration, 

• Family conflict 

• Physical illnesses such as heart disease, migraine, headaches, stomach problems, and back problems. 

Causes 

Job stress may be caused by a complex set of reasons. Some of the most visible causes of workplace stress are: 

Job Insecurity 

Organized  workplaces  are  going  through  metamorphic  changes  under  intense  economic 
transformations and consequent pressures. Reorganizations, takeovers, mergers, downsizing and 
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other changes have become major stressors for employees, as companies try to live up to the competition to survive. These reformations have put demand on everyone, from a CEO to a mere executive. 

High Demand for Performance 

Unrealistic expectations, especially in the time of corporate reorganizations, which, sometimes, puts unhealthy and unreasonable pressures on the employee, can be a tremendous source of stress and suffering. Increased workload, extremely long work hours and intense pressure to perform at peak levels all the time for the same pay, can actually leave employees physically and emotionally drained. Excessive travel and too much time away from family also contribute to an employee's stressors. 

Technology 

The expansion of technology—computers, pagers, cell phones, fax machines and the Internet— has resulted in heightened expectations for productivity, speed and efficiency, increasing pressure on the individual worker to constantly operate at peak performance levels. Workers working with heavy machinery are under constant stress to remain alert. In this case both the worker and their family members live under constant mental stress. There is also the constant pressure to keep up with technological breakthroughs and improvisations, forcing employees to learn new software all the times. 

Workplace Culture 

Adjusting to the workplace culture, whether in a new company or not, can be intensely stressful. Making  oneself  adapt  to  the  various  aspects  of  workplace  culture  such  as communication patterns, hierarchy, dress code if any, workspace and most importantly working and behavioral patterns of the boss as well as the co-workers, can be a lesson of life. Maladjustment to workplace cultures may lead to subtle conflicts with colleagues or even with superiors. In many cases office politics or gossips can be major stress inducers. 

Personal or Family Problems 

Employees going through personal or family problems tend to carry their worries and anxieties to the workplace. When one is in a depressed mood, his unfocused attention or lack of motivation affects his ability to carry out job responsibilities. 

Job Stress and Women 

Women may suffer from mental and physical harassment at workplaces, apart from the common 
job stress. Sexual harassment in workplace has been a major source of worry for women, since 
long. Women may suffer from tremendous stress such as 'hostile work environment harassment', 
which is defined in legal terms as 'offensive or intimidating behavior in the workplace'. This can 
consist of unwelcome verbal or physical conduct. These can be a constant source of tension for 

women in job sectors. Also, subtle discriminations at workplaces, family pressure and societal demands add to these stress factors. 

5
Organizational Culture

Organizational culture is a concept in the field of Organizational studies and management which describes the attitudes, experiences, beliefs and values of an organization. It has been defined as "the specific collection of values and norms that are shared by people and groups in an organization and that control the way they interact with each other and with stakeholders outside the organization." 

This definition continues to explain organizational values also known as "beliefs and ideas about what kinds of goals members of an organization should pursue and ideas about the appropriate kinds or standards of behavior organizational members should use to achieve these goals. From organizational values develop organizational norms, guidelines or expectations that prescribe appropriate kinds of behavior by employees in particular situations and control the behavior of organizational members towards one another." 

Organizational culture is not the same as corporate culture. It is wider and deeper concepts, 
something that an organization 'is' rather than what it 'has' (according to Buchanan and 

Huczynski). Senior management may try to determine a corporate culture. They may wish to 
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impose corporate values and standards of behavior that specifically reflect the objectives of the 
organization. In addition, there will also be an extant internal culture within the workforce. 
Work-groups within the organization have their own behavioral quirks and interactions which, to 
an extent, affect the whole system. Roger Harrison's four-culture typology, and adapted by 
Charles Handy, suggests that unlike organizational culture, corporate culture can be 'imported'. 
For  example,  computer  technicians  will  have  expertise,  language  and  behaviors  gained 
independently  of  the  organization,  but  their  presence  can  influence  the  culture  of  the 
organization as a whole. 

Strong/weak cultures 

Strong culture is said to exist where staff respond to stimulus because of their alignment to organizational values. In such environments, strong cultures help firms operate like wull-oiled machines, cruising along with outstanding execution and perhaps minor tweaking of existing procedures here and there. 

Conversely, there is weak culture where there is little alignment with organizational values and 
control must be exercised through extensive procedures and bureaucracy. 
Where culture is strong—people do things because they believe it is the right thing to do—there 
is a risk of another phenomenon, Groupthink. "Groupthink" was described by Irving L. Janis. He 
defined it as "a quick and easy way to refer to a mode of thinking that people engage when they 
are deeply involved in a cohesive in-group, when members' strivings for unanimity override their 
motivation to realistically appraise alternatives of action." This is a state where people, even if 
they have different ideas, do not challenge organizational thinking, and therefore there is a 
reduced capacity for innovative thoughts. This could occur, for example, where there is heavy 
reliance on a central charismatic figure in the organization, or where there is an evangelical 
belief in the organization’s values, or also in groups where a friendly climate is at the base of 
their identity (avoidance of conflict). In fact group think is very common, it happens all the 
time, in almost every group. Members that are defiant are often turned down or seen as a 
negative influence by the rest of the group, because they bring conflict. 

Innovative organizations need individuals who are prepared to challenge the status quo—be it groupthink or bureaucracy, and also need procedures to implement new ideas effectively. 

6
Organizational Change

Typically, the concept of organizational change is in regard to organization-wide change, as opposed to smaller changes such as adding a new person, modifying a program, etc. Examples of organization-wide change might include a change in mission, restructuring operations (e.g., restructuring  to  self-managed  teams,  layoffs,  etc.),  new  technologies,  mergers,  major collaborations, "rightsizing", new programs such as Total Quality Management, re-engineering, etc.  Some  experts  refer  to  organizational  transformation.  Often  this  term  designates  a fundamental and radical reorientation in the way the organization operates. 

Change should not be done for the sake of change -- it's a strategy to accomplish some overall 
goal. Usually organizational change is provoked by some major outside driving force, e.g., 
substantial cuts in funding, address major new markets/clients, need for dramatic increases in 
productivity/services, etc. Typically, organizations must undertake organization-wide change to 
evolve to a different level in their life cycle, e.g., going from a highly reactive, entrepreneurial 
organization to more stable and planned development. Transition to a new chief executive can 
provoke organization-wide change when his or her new and unique personality pervades the 
entire organization. 

Typically there are strong resistances to change. People are afraid of the unknown. Many people 
think things are already just fine and don't understand the need for change. Many are inherently 
cynical about change, particularly from reading about the notion of "change" as if it's a mantra. 
Many doubt there are effective means to accomplish major organizational change. Often there 
are conflicting goals in the organization, e.g., to increase resources to accomplish the change 
yet concurrently cut costs to remain viable. Organization-wide change often goes against the 
very values held dear by members in the organization, that is, the change may go against how 
members believe things should be done. That's why much of organizational-change literature 
discusses needed changes in the culture of the organization, including changes in members' 
values and beliefs and in the way they enact these values and beliefs. 
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Successful change must involve top management, including the board and chief executive. Usually there's a champion who initially instigates the change by being visionary, persuasive and consistent. A change agent role is usually responsible to translate the vision to a realistic plan and  carry  out  the  plan.  Change  is  usually  best  carried  out  as  a  team-wide  effort. Communications about the change should be frequent and with all organization members. To sustain change, the structures of the organization itself should be modified, including strategic plans, policies and procedures. This change in the structures of the organization typically involves an unfreezing, change and re-freezing process. 

The best approaches to address resistances is through increased and sustained communications and education. For example, the leader should meet with all managers and staff to explain reasons for the change, how it generally will be carried out and where others can go for additional information. A plan should be developed and communicated. Plans do change. That's fine,  but  communicate  that  the  plan  has  changed  and  why.  Forums  should  be  held  for organization members to express their ideas for the plan. They should be able to express their concerns and frustrations as well. 
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